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Best Practice Meetings
The Complete Implementation Guide

BY SCOTT SCULLY

Principle #23: Best Practice Meetings

The Complete Implementation Guide

This white paper is a companion to Chapter 23 of The 50 Factor by Scott Scully.

Why This Growth Factor Matters

A founder was walking through Creve Coeur Park on a Saturday morning — the lake still, the geese loud, the trail full of weekend
joggers — talking to his mentor on the phone.

"I've got this weird problem," he said. "My teams are running well, individually. Sales is hitting their numbers. Delivery is producing
quality work. Client services is retaining. But they're not talking to each other. They're solving the same problems independently. I
found out last week that my delivery team built a client check-in template that's almost identical to one my client services team built
two months earlier. Neither team knew the other one existed."

His mentor laughed. "Congratulations. You've graduated to a medium-sized company problem. When you were ten people, everyone
knew everything. When you're forty people, knowledge starts to silo."

The answer was one of the simplest, highest-ROI management tools in existence: a monthly best practice meeting where teams
share what's working — not what's broken, what's working — and the best ideas propagate horizontally across the company instead
of staying trapped in individual departments.



The Format

Monthly. 60 minutes. Cross-functional — every department sends at least one representative. Facilitated by a team member (not the
CEO), rotated quarterly.

Each department presents one best practice: 5-7 minutes of presentation plus 2-3 minutes of Q&A. A best practice is a real thing that
was tried, produced a measurable result, and could be adopted by others. Not a status update. Not a wish. A proven practice with a
real outcome.

Last 10 minutes: open discussion on cross-pollination. "How could Sales apply what Delivery just shared?"

The Three Returns

Knowledge distribution. Best ideas propagate horizontally across the company instead of staying trapped in one team. A process
improvement discovered by your delivery team in January becomes a company-wide standard by March — instead of being
rediscovered independently by another team in September.

Culture of sharing. When sharing is celebrated, hoarding dies. The person who figures out a better way to do something and keeps
it to themselves is no longer the norm. The person who figures out a better way and shares it at the monthly meeting is the hero.

Learning velocity. The company learns faster because teams build on each other's discoveries instead of starting from scratch. Over

12 months, you accumulate 60-70 documented best practices — a training library that no competitor can replicate because it's built
from your specific operations, your specific clients, your specific challenges.

Building the Library

Every presentation becomes a one-page write-up stored centrally: what was the problem, what was the solution, what was the result,
and how to replicate it. Over time, this library becomes one of the most valuable assets in your company — for training, onboarding,

and institutional memory.

Celebrate the best of the best quarterly — top 3 practices by measurable impact, recognized publicly at all-hands. This creates
healthy competition between departments to bring the strongest practice.

Track adoption: at each meeting, assign cross-pollination follow-ups. "Sales will try what Delivery shared last month." At the next
meeting, report on adoption results. This closes the loop from idea to implementation.

Making It Stick

CEO attends every meeting for the first 6 months. Your presence signals importance. After the format is established and running, you
can step back to quarterly attendance.

Don't kill it early. The first meeting will be awkward. The second will be better. By meeting five, people will compete to bring the best
practice. The compounding effect of twelve months of cross-functional learning is enormous — and invisible until it suddenly isn't.

Common Mistakes

Mistake #1: Letting it become a status meeting. Best practices only. Not updates, not reports, not complaints. If someone shows
up with "here's what we're working on" instead of "here's what worked," redirect immediately.



Mistake #2: Not building the library. If the presentations aren't documented and stored, the learning doesn't persist. Assign
someone to capture each practice as a one-pager.

Mistake #3: No follow-up on adoption. Without tracking whether other teams actually try the shared practices, the meeting

becomes theater. Close the loop every month.

Quick-Start Checklist

This is Principle #23 of 50. Part III: The Scale Engine.

Get the book: The 50 Factor by Scott Scully

The Silo Problem You Don't Know You Have

Here's a test: pick two departments in your company. Ask each one to describe how they handle a common cross-functional process
— like responding to a client complaint, or onboarding a new hire, or handing off a project from sales to delivery. Compare the

answers. If the processes are different — if each department has independently built their own version — you have a knowledge silo
problem.

At 10 people, everyone knows everything. At 30 people, teams start solving the same problems independently. At 50+, the silos are
structural — and the cost is invisible until you look for it. The best practice meeting makes the invisible visible.

One real example: a delivery team spent three weeks building a client check-in template. Two months earlier, the client services team

had built an almost identical template. Neither team knew the other existed. The cost: 60 hours of duplicated effort. That's
$3,000-$5,000 in direct labor cost — multiplied across dozens of similar duplications per year.

What Makes a Good Best Practice Presentation

The standard is simple: a practice that was tried, produced a measurable result, and could be adopted by others.

Not "here's what we're thinking about doing" — that's an idea, not a best practice. Not "here's what went wrong" — that's a post-

mortem, and valuable, but belongs in a different meeting. Not "here's our department update" — that's a status meeting.

A best practice has three parts: the problem ("our client response time was averaging 6 hours"), the solution ("we implemented a
shared inbox with a 2-hour SLA and a rotation schedule"), and the result ("average response time dropped to 1.4 hours within 30
days"). If you can't state all three, it's not ready to present.

The CEO's Role

Attend every meeting for the first 6 months. Your presence signals importance. Don't present — that turns it back into a top-down

meeting. Don't facilitate — that turns you into the center of attention. Sit in the audience. Take notes. Ask one good question after
each presentation. Celebrate the strongest practice publicly.

☐ Read the full white paper✓

☐ Identify the most relevant action items for your stage✓

☐ Pick the single most impactful first move and implement it this week✓

☐ Review progress in your next leadership meeting✓



After 6 months, step back to quarterly attendance. By then, the format runs itself — and your absence signals trust in the team to
maintain it.

The 12-Month Library

After 12 months of monthly meetings with 5-6 presentations each, you'll have 60-70 documented best practices. This library becomes
one of the most valuable assets in your company:

For training: New hires read the library during their first week and learn in hours what took the company months to discover.

For onboarding: The library is a living training curriculum, updated monthly with real discoveries from real teams.

For institutional memory: When someone leaves, their best practices survive in the library. Knowledge doesn't walk out the door

anymore.

For culture: The library represents a culture of sharing, learning, and continuous improvement. It's proof that your company gets
smarter every month.

Running the First Meeting

The first best practice meeting will be awkward. The delivery team shares something basic — "we started using calendar reminders."
The sales team shares something moderately useful. People aren't sure what qualifies. The energy is low.

This is normal. Don't kill the meeting because the first one was stilted. By meeting three, people start competing to bring the strongest
practice. By meeting five, the presentations are thoughtful, the Q&A is engaged, and the cross-pollination discussions produce real
changes in how teams operate.

The patience rule: commit to at least six meetings before judging the format. The compounding effect of twelve months of cross-
functional learning is enormous — and invisible until it's not.

CEO attendance for the first 6 months: Your presence signals importance. Don't present — that turns it into a top-down meeting.
Don't facilitate — that puts you at the center. Sit in the audience. Take notes. Ask one good question after each presentation.
Celebrate the strongest practice publicly.

The Presentation Standard

Not every "best practice" is worth 60 minutes of everyone's time. Set the bar:

Problem: Specifically, what was broken or suboptimal? "Our client response time was averaging 6 hours."

Solution: What did you try? "We implemented a shared inbox with a 2-hour SLA and a rotation schedule."

Result: What happened? With numbers. "Average response time dropped to 1.4 hours within 30 days. Client satisfaction scores went
from 3.8 to 4.4."

If the presenter can't articulate all three parts — problem, solution, measurable result — it's not ready. It might be a good idea, but it's
not a documented best practice. Send them back to gather the results data and present next month.

Cross-Pollination Follow-Ups

The most valuable part of the meeting happens in the last 10 minutes: "How could [Dept A] apply what [Dept B] shared?"



But the real value only materializes if someone actually follows up. At the end of each meeting, assign specific cross-pollination
commitments: "Sales will test the shared inbox approach that Client Success presented. Marcus owns it. Report back at next month's
meeting."

Track these commitments. At the next meeting, start with a 5-minute review: "Marcus, you were going to try the shared inbox
approach. What happened?" This closes the loop from sharing to doing — and the accountability ensures that best practices actually
propagate instead of being admired and forgotten.

Quick-Start Checklist

Implementation Tools

Ready-to-use templates for this Growth Factor

PDF Best Practice Meeting Agenda
60-minute format with time allocations

PDF Best Practice Presentation Template
Problem, Solution, Result format

XLSX Best Practice Library Index
Columns: Date, Dept, Presenter, Problem, Solution, Result, +2 more

XLSX Cross-Pollination Follow-Up Tracker
Columns: Week, Date, Team Member, Gap Discussed, Their Plan, Support Needed, +2 more

PDF Best Practice One-Pager Template
Document for the library

The Knowledge Distribution Math

At 10 people, information spreads organically. At 40 people, it doesn't. The cost of knowledge silos at scale: duplicated effort (two
teams building the same template), repeated mistakes (a problem solved by one team is encountered fresh by another), and slow
learning (discoveries that could benefit the whole company stay trapped in one department).

☐ Schedule the first meeting within 30 days✓

☐ Notify department heads: each team brings one practice (problem + solution + result)✓

☐ Create the best practice library folder✓

☐ Appoint a facilitator (not the CEO) — rotate quarterly✓

☐ CEO attends every meeting for first 6 months✓

☐ Assign cross-pollination follow-ups with owners and deadlines✓

☐ Track follow-up adoption at the next meeting✓

☐ Celebrate the best practice of the quarter at all-hands✓

☐ Commit to 6 meetings before judging the format✓



A single best practice meeting per month — 60 minutes — distributes 5-6 proven practices across the entire company. Over 12
months, that's 60-70 practices shared. The cumulative effect: faster problem-solving, less duplication, better onboarding resources,
and a culture where sharing is valued more than hoarding.

Companies that install this meeting consistently report that by month 6, the quality of ideas shared exceeds anything leadership could
have produced top-down. The intelligence of the organization, properly distributed, is always greater than the intelligence of the
leadership team alone.

The Silo Cost You Can't See

Two teams in the same company built nearly identical client check-in templates — two months apart — without knowing the other

existed. Each team spent three weeks developing theirs. That's 120 hours of duplicated labor — $6,000-$10,000 in direct cost —
multiplied across dozens of similar duplications per year.

That's the visible cost. The invisible cost is worse: the better template (whichever one it was) didn't benefit the other team. Innovations
that could compound across the organization stayed trapped in one department. Client-facing improvements that could have been
deployed company-wide reached only one team's clients. The company learned at the speed of individual teams instead of the speed
of the whole organization.

The best practice meeting exists to make the invisible visible. One hour per month. The compound effect of twelve months of cross-
functional sharing is enormous — and it starts with the simple act of getting people in a room to say: "Here's what worked."

The patience rule applies: commit to six meetings before judging the format. The compounding effect isn't visible in month one. It's
transformative by month twelve.
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