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This white paper is a companion to Chapter 34 of The 50 Factor by Scott Scully.

Why This Growth Factor Matters

The company had just moved into a bigger space — a renovated loft building with exposed brick and room for a hundred. The founder
stood in the new lobby, still smelling faintly of fresh paint, watching his team flow in with coffee and badges.

His mentor looked around and said: "Nice office. Now let me ask you something. How many of these people do you not recognize?"

The founder counted. Seven. Out of seventy-three employees, seven faces he couldn't place. People he'd never spoken to. People
making decisions, serving clients, and shaping the culture of his company — without his knowledge of who they were or what they
were experiencing.

"That's normal at this stage," the mentor said. "And it's dangerous. Because somewhere in this building, there's a problem you don't
know about. A process that's broken. A manager who's struggling. A team that's quietly falling apart. And you won't hear about it from

a dashboard — because dashboards show outputs, not experiences. The only way to find it is to go look."

That conversation launched the team audit — a structured, recurring mechanism where a leader from outside the function spends
time observing, reviewing data, having candid conversations, and producing a written report. It's the early warning system that
surfaces problems before they become crises and catches drift before it becomes rot.



The Five Components of a Team Audit

Component 1: Data Review

Before you observe, look at the numbers. Pull the team's scorecards — A-Player Scores, quality scores, retention metrics, client
satisfaction. What does the data say? Where are the gaps? What questions do the numbers raise?

Component 2: Observation Period

Half-day minimum. Watch the team work. Sit in on meetings. Listen to calls. Observe the daily rhythm. You're looking for the gap

between what the data says and what reality feels like — because data can be managed, but energy and body language can't be
faked.

Component 3: Conversations

30-minute 1:1s with 3-5 individual contributors. Not managers — the people doing the work. Open-ended questions: "What's working
well?" "What's frustrating?" "What would you change if you could?" And the most important question: "Is there anything you'd tell the

CEO that you wouldn't tell your manager?"

Component 4: Written Report

One page. Three sections: what's working, what's broken, recommendations. Goes to the CEO and the audited function's leader. Not
a novel — a one-page summary that creates clarity and accountability.

Component 5: 30-Day Follow-Up

The audited leader reports back 30 days later on which recommendations they've addressed. Without follow-up, the audit is an
exercise. With follow-up, it's an accountability mechanism.

The Rotation

Every function audited once per quarter. Cross-functional — no one audits their own team. No one audits the same team twice in a
row. Fresh eyes every time.

At 6 functions, that's 6 audits per quarter — roughly one every two weeks. Each leader does one audit per quarter, investing about
one half-day every 90 days. The CEO personally audits the function with the biggest current risk or concern.

The Most Important Question

"Is there anything you'd tell the CEO that you wouldn't tell your manager?"

The gap between those two answers is where the real problems live. It's where the culture issues hide. It's where the festering
frustrations sit. It's where the A-player who's about to quit has been silently suffering for months.

Ask this question in a private setting with genuine curiosity and zero judgment. The first time you ask, most people will say no. By the
second or third audit cycle, when they've seen that honesty produces change, they'll start talking. And what they tell you will be the
most valuable intelligence you receive all quarter.



Quick-Start Checklist

This is Growth Factor #34 of 50. Part IV: The Machine ($25M-$50M).

Get the book: The 50 Factor by Scott Scully

The Audit Rotation

Every function gets audited once per quarter. Cross-functional — no one audits their own team. No one audits the same team twice in
a row. Fresh eyes every time.

At 6 functions, that's 6 audits per quarter. Each leader does one audit per quarter — about one half-day every 90 days. The CEO
personally audits the function with the biggest current risk or concern.

The Conversation Guide

When you sit down with 3-5 individual contributors during the audit, use these questions:

That last question is the most important. The gap between those two answers is where real problems live — the festering frustrations,
the culture issues, the dysfunctional processes that managers either can't see or won't report.

The Written Report

One page. Three sections: what's working, what's broken, recommendations. Goes to the CEO and the audited function's leader. Not
a novel — a one-page summary that creates clarity and accountability.

The 30-day follow-up closes the loop: the audited leader reports back on which recommendations they've addressed. Without follow-
up, the audit is an exercise. With it, it's an accountability mechanism that drives real change.

Warning Signs You Need Team Audits

☐ 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✓

• "What's working well in your day-to-day?"

• "What's frustrating about the current process?"

• "If you could change one thing, what would it be?"

• "How's your relationship with your manager?"

• "Is there anything you'd tell the CEO that you wouldn't tell your manager?"

• You've said "I had no idea that was happening" more than once this year.

• There are people in the company you don't recognize.

• A problem festered for months before surfacing to leadership.



Why Bad News Doesn't Travel Upward

This is an organizational law as reliable as gravity: bad news doesn't travel upward. The people doing the work know what's broken.
Their manager probably knows. Their director might know. Their VP either doesn't know or has chosen not to escalate. The CEO finds
out last — if at all.

The reason isn't malice. It's human nature. Nobody wants to be the person who brings the CEO bad news. Nobody wants to look like
they can't handle their function. Nobody wants to be the whistleblower who gets their manager in trouble. So problems get

rationalized, minimized, or quietly managed at the lowest possible level — until they can't be managed anymore and they explode
upward as crises.

The team audit is your counter-force to gravity. It creates a structured mechanism for information to flow from the front line to
leadership — not through the management chain (which filters and softens), but through direct observation and conversation by a
fresh set of eyes.

The $40K/Month Warehouse Problem

A real example from the field: a CEO of a manufacturing rollup was feeling confident about the integration of four acquired companies.
Financials were on track. Systems were connecting. Quarterly reviews were green. Then a board member asked a devastating
question: "When's the last time you talked to someone on the floor who wasn't a manager?"

He couldn't answer. He'd been talking to managers, who talked to directors, who talked to VPs. Three layers of interpretation between
him and the people doing the work.

He spent a morning in the warehouse of one acquired company. Within two hours, he discovered that the integration had created a
scheduling conflict forcing the night shift to work without needed parts. They'd been improvising for three months. Their manager
knew. Their director knew. Their VP either didn't know or hadn't escalated. The quarterly review was green because nobody wanted to
surface a problem to the CEO.

That one visit — four hours of walking and listening — uncovered a problem costing approximately $40,000 per month in scrap and

rework. Nobody above the floor level had flagged it.

The Falsified Quality Reports

Another real example: a regional office that looked fine on every quarterly visit. Numbers were decent. Manager seemed sharp. Team
seemed happy.

Then an HR leader went in for an unannounced team audit. She sat with the team for a day. She did the five 1:1 conversations. She
asked the question: "Is there anything you'd tell the CEO that you wouldn't tell your manager?"

The report made the CEO's stomach drop. The manager was falsifying quality reports — not dramatically, but consistently. Rounding
up scores, cherry-picking which deliverables got reviewed, skipping the weekly calibration sessions. The team knew. They'd been
complaining to each other for months. Nobody had told leadership because they liked the manager and didn't want to get him in
trouble.

Without the audit, the CEO would have found out when a client churned or when an employee quit and mentioned it in the exit

interview. Instead, he found out with enough time to fix it. The manager stayed — he wasn't malicious, he was misguided — but the

• Your ground truth comes exclusively from dashboards and manager reports — never from front-line conversations.

• You haven't personally sat with a front-line team in more than 90 days.



course correction only happened because someone outside the function looked at it with clear eyes.

Building the Audit Discipline

The template: One page. Five sections: data review notes (what the scorecards showed before the visit), observation notes (what

you saw), conversation notes (what people told you), findings (what's working, what's broken), and recommendations (specific,
actionable, with owners).

The training: Audit leaders need to understand their role: observer, not firefighter. You're not there to fix problems in real time. You're
there to see, listen, document, and report. The fixing happens afterward, through the function's leader, with the 30-day follow-up as
the accountability mechanism.

The questions: Beyond the mandatory "what would you tell the CEO," use: "What's working well here?" "What's frustrating?" "If you
could change one thing, what would it be?" "How's your relationship with your manager?" "Is there anything broken that nobody's
talked about?"

The CEO's role: You personally audit one function per quarter — the function with the biggest current risk or concern. Your presence
signals that audits matter. If the CEO delegates every audit and never participates, the signal is: this is an HR exercise, not a
leadership priority.

Common Mistakes and How to Avoid Them

Mistake #1: Only auditing struggling teams. Audit every function, including the ones that look strong. The strongest-looking teams
sometimes have the deepest hidden problems — because the manager is skilled enough to make the numbers look good while the
culture quietly deteriorates.

Mistake #2: Auditing your own function. Cross-functional only. Fresh eyes see what familiar eyes have normalized. The VP of

Sales has stopped noticing problems that have been there for a year. The VP of Delivery, walking in fresh, sees them immediately.

Mistake #3: No written report. If the audit doesn't produce a one-page report within 48 hours, the findings evaporate. Write it down.
Share it. Create accountability.

Mistake #4: No 30-day follow-up. The audit without follow-up is an exercise in observing problems and then doing nothing about
them. The audited leader reports back in 30 days: what was addressed, what wasn't, why.

Mistake #5: Making it punitive. The audit is a diagnostic tool, not a gotcha. If people fear the audit, they hide the problems — which
defeats the entire purpose. Frame it as: "We're getting ground truth to make the company better."

Quick-Start Checklist

☐ Build the quarterly audit rotation: every function, cross-functional, fresh eyes✓

☐ Create the one-page audit template (data review, observation, conversations, findings, recommendations)✓

☐ Train your leadership team: observer role, open-ended questions, the mandatory CEO question✓

☐ Run the first round this quarter — you personally do one audit✓

☐ Debrief together as a leadership team: share findings, identify patterns✓

☐ Build the 30-day follow-up into the rhythm✓

☐ Act on recommendations: audits without action destroy trust faster than no audits at all✓



Implementation Tools

Ready-to-use templates for this Growth Factor

PDF Team Audit Template
One-page format with all five sections

XLSX Quarterly Audit Rotation Planner
Columns: Quarter, Audit Date, Keep %, Delegate %, Automate %, Eliminate %, +2 more

PDF Audit Conversation Guide
The questions to ask front-line team members

XLSX 30-Day Follow-Up Tracker
Columns: Week, Date, Team Member, Gap Discussed, Their Plan, Support Needed, +2 more

PDF CEO Audit Schedule
Which function to audit personally each quarter

The Board Member's Question

A board member asked a CEO a devastating question: "When's the last time you talked to someone on the floor who wasn't a
manager?" The CEO couldn't answer. He'd been talking to managers, who talked to directors, who talked to VPs. Three layers of
interpretation between him and the people doing the work.

That question launched the team audit program. And the first audit — four hours of walking and listening — uncovered a problem
costing $40,000 per month in scrap and rework. A problem that had been festering for three months. A problem that every manager

above the floor level either didn't know about or hadn't escalated.

The question you need to ask yourself right now: When's the last time YOU talked to someone doing the work who wasn't a manager?
If the answer is "more than 90 days," the team audit isn't optional — it's urgent.
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