THE 50 FOR 50 GROWTH GUIDES - GROWTH FACTOR 36

The Standard at Scale: Quality Scorecards

Quality Scorecards That Work
Across Every Function

Growth Factor #36: Quality Scorecards That Work Across Every Function

The Complete Implementation Guide

This white paper is a companion to Chapter 36 of The 50 Factor by Scott Scully. The book tells the story. This guide gives you the
system to score quality across every function in your company — because the company that can see end-to-end quality can diagnose
problems in hours, not months.

Why This Growth Factor Matters

Your top closer — 41% close rate, best on the team — had the worst quality scores in the company. Worst discovery calls. Worst
CRM hygiene. Worst handoffs to delivery. He was closing deals through sheer force of personality. And his clients were churning at
three times the rate of everyone else's — because the onboarding was a mess, because his handoffs were garbage.

Nobody knew until the quality scorecard made it visible.

When the CEO showed him the data, he got defensive. Then quiet. Then he said something worth remembering: "I've been so
focused on closing that | forgot the client has to actually succeed after | close them."

That one insight, from one scorecard, from one month of data, changed how he sold. His close rate dipped to 36%, but his client
retention went from 62% to 89% in six months. The lifetime value of his deals nearly doubled. He became a better salesperson by
becoming a higher-quality salesperson.

Quality isn't the enemy of performance. Quality is performance — measured over a long enough timeline. And most companies never
see it because they only score quality in delivery, the one function where quality complaints are impossible to ignore. Meanwhile,
sales quality, marketing quality, client success quality, and operations quality run unmeasured — producing invisible damage that
shows up as churn, complaints, and underperformance months later with no visible cause.



Every Function Can Be Scored

The common objection is: "My function is different. Delivery has defined outputs — you can score a deliverable. But how do you score
sales? Marketing? Operations?"

The objection is always wrong. Every function produces output. Every output has a quality dimension. If you can define what excellent
looks like — and you can always define what excellent looks like — you can score it.

Sales quality isn't about how much they sell — that's an output metric. Sales quality is about how they sell: discovery call depth (did
they follow the framework and qualify properly?), proposal accuracy (correct pricing, accurate scope, professional formatting), CRM
hygiene (data entered correctly, pipeline stages updated, notes complete), and handoff quality (how clean is the transition from sales
to delivery?). A sales team with a quality scorecard doesn't just close more — they close better. Clients acquired through high-quality
sales processes retain at 20-30% higher rates.

Marketing quality is about the work product: campaigns launched on time and on-brand, targeting that matches the ideal client
profile, content that's accurate and conversion-optimized, email sequences that follow the playbook. Pull a sample weekly. Score
them.

Client success quality is about the client experience: QBRs prepared 48 hours in advance and structured per the playbook, follow-
ups sent within 24 hours, client issues logged and tracked to resolution, expansion opportunities documented and pursued. This is
where retention lives — and retention is the most valuable metric in a services business.

Operations quality is about accuracy and timeliness: invoices correct and on-time, reports generated on schedule, systems updated,
processes followed. Operations is often the easiest function to score because the work is highly repeatable — and the most
dangerous function to leave unscored because errors compound silently.

The Five Steps at Scale

Each scorecard follows the same four-step structure from Principle #5. At scale, you add a fifth:

Step 1: Define the standard. Sit with the best performer in the function. Ask the Clone Question: "If | cloned you twenty times, what
would you measure to know which clones were great and which were slipping?" The answer — documented, specific, with examples
of each score level — becomes the quality standard.

Step 2: Build the scorecard. 3-7 quality dimensions per function. Each dimension scored on a simple scale: 5 = excellent (exceeds
the standard), 3 = acceptable (meets the standard), O = unacceptable (below the standard). Weight each dimension by importance.
The weighted average is the quality score.

Step 3: Score a weekly sample. Not every piece of work — a random sample of 3-5 items per person per week. Random is
essential: if people know which work will be scored, they elevate only those items and phone in the rest. Random sampling reveals
the real quality level.

Step 4: Feed into accountability. Below-threshold scores trigger the coaching conversation from Principle #2. Not as punishment —
as development. "Your discovery score was 2.8 this week. Let's listen to two of those calls together and talk about where the gap is.”
The scorecard creates objectivity. The conversation creates growth.

Step 5: Cross-calibrate quarterly. This is the new step for scale, and it's critical. Once per quarter, the quality reviewers from every
function sit in a room together and compare their scoring. Are they applying the standard consistently? Is a 4 in delivery the same
rigor as a 4 in sales? Is a 3 in marketing genuinely "acceptable” or are they grading softly?

Without cross-calibration, every function gradually drifts toward its own interpretation of the standard. The numbers look similar but
they don't mean the same thing. Cross-calibration is like tuning instruments in an orchestra — each one has to be in tune with the



others, or the whole thing sounds wrong even if each section sounds fine on its own.

The Quality Analyst Role

At 20 people, the manager can score quality themselves. At 50, it strains. At 80, it's unsustainable — managers don't have time for

random sampling across their entire team every week while also coaching, managing, and doing their own work.

At 50+ employees, hire or designate one person whose primary responsibility is quality measurement. The Quality Analyst pulls
weekly samples across every function, scores them, produces reports, and runs cross-calibration sessions.

Two things about this role are non-negotiable:

Independence. The Quality Analyst reports to the CEO or COO — not to any function leader. If they report to the head of sales,
there's inherent pressure to score sales generously. Independence ensures objectivity.

Leverage. This is one of the most leveraged hires you'll make. One person maintaining quality measurement across six functions,
keeping 80+ people aligned to a standard, seeing patterns that no individual manager can see — the ROI shows up in retention, client
satisfaction, consistency, and the ability to diagnose problems before they become crises.

The 90-Day Rollout

Don't build all scorecards simultaneously. Phase them by client proximity:

Month 1: Sales. The function most directly responsible for the quality of clients entering the pipeline. Sit with your best AE this week.
Ask the Clone Question. Build the scorecard. Pilot for two weeks. Launch.

Month 2: Client Success and Marketing. Client success determines retention quality. Marketing determines pipeline quality. Build
both scorecards in parallel — different functions, same process.

Month 3: Operations. Invoice accuracy, report timeliness, system hygiene. The invisible function that becomes visible when it
breaks.

Ongoing: Quarterly cross-calibration. Starting in the quarter after rollout is complete. Every quality reviewer in one room for 90
minutes, comparing scoring standards.

What Changes on the Other Side

When quality is scored across every function — visible on the weekly leadership scorecard, trending in the monthly board packet —
three things change:

The conversations change. Instead of "l think sales is doing a good job" (an opinion), you get "sales quality averaged 4.1 this
quarter, up from 3.7, with discovery call quality as the leading indicator” (a fact). Facts produce better decisions than opinions.

You can see the whole machine. Quality scored across every function reveals the end-to-end client experience as a chain:
marketing quality — sales quality — onboarding quality — delivery quality — client success quality. If one link is weak, you know
exactly where. Most companies diagnose problems by guessing which function is underperforming. You diagnose by looking at the
data.

The team starts self-correcting. When quality scores are visible and discussed weekly, people adjust their behavior without your
intervention. A rep who sees their discovery call score at 3.0 while peers average 4.5 doesn't need a lecture. They need the score.
The score is the feedback.



Common Mistakes and How to Avoid Them

Mistake #1: Only scoring delivery. Every function produces output. Every output has a quality dimension. Score them all or you're
blind to the chain.

Mistake #2: Imposing scorecards from above. The function must own its scorecard. Let the best performers design it. Managers
who don't believe in the scorecard will undermine it — and an undermined scorecard is worse than none.

Mistake #3: Skipping cross-calibration. Without quarterly alignment, a "4" in one function drifts from a "4" in another. The orchestra
goes out of tune.

Mistake #4: No Quality Analyst at 50+. Managers can't sustain weekly scoring across full teams while managing everything else.
The hire pays for itself in the first quarter.

Mistake #5: Not putting quality in the board packet. Quality scores belong alongside revenue, retention, and pipeline — as a
leading indicator, not a side conversation.

Quick-Start Checklist

v [0 Commit to the 90-day rollout: sales this month, client success + marketing next month, operations month three
v [ Sit with the best performer in each function and ask the Clone Question

v [ Build each scorecard: 3-7 dimensions, 5/3/0 scoring, weighted

v [ Score weekly random samples: 3-5 items per person

v [ Feed below-threshold scores into coaching conversations (not punishment)

v [ Hire or designate the Quality Analyst — independent of all functions

v [0 Schedule quarterly cross-calibration sessions starting next quarter

v [0 Add quality scores by function to the monthly board packet

v O Tell the Phil story to your sales team. They'll get it.




Implementation Tools

Ready-to-use templates for this Growth Factor

Multi-Function Quality Scorecard Template
Columns: Function, Dimension 1, Dim 2, Dim 3, Dim 4, Dim 5, +2 more

ﬂ Quality Analyst Job Description

Role, reporting structure, KPIs

ﬂ Cross-Calibration Session Guide
90-minute agenda with blind-scoring exercise

90-Day Quality Rollout Plan
Columns: Function, Dimension 1, Dim 2, Dim 3, Dim 4, Dim 5, +2 more

m Clone Question Workshop Guide
How to extract quality standards from top performers

This is Growth Factor #36 of 50. The quality scorecard from Principle #5 measured one function. This Growth Factor measures them
all — because a chain is only as strong as its weakest link, and you can't strengthen links you can't see. Phil's story is the proof:
quality and performance aren't opposites. Quality is performance, measured over a long enough timeline. Build the scorecards. See
the chain. Fix the weak links. The whole machine gets stronger.

Get the book: The 50 Factor by Scott Scully

The Cross-Calibration Session: How It Works

All quality reviewers — from every function — meet for 90 minutes quarterly. The format:

Round 1 (30 min): Blind scoring. Each function presents 3 scored work samples (anonymized). Every reviewer in the room scores
each sample independently on the 5/3/0 scale — before anyone discusses. Write it down. No talking.

Round 2 (45 min): Compare and discuss. Reveal the scores. Where there's agreement, move on. Where there's disagreement —
one reviewer scored a 5 and another scored a 3 — discuss. What did each reviewer see? What standard were they applying? The
disagreements are where learning happens, because they reveal the assumptions and interpretations that have drifted between
functions.

Round 3 (15 min): Recalibrate. Based on the discussion, update the scoring rubric with any clarifications. Document the agreed-
upon standard. Distribute to all reviewers. The rubric gets tighter every quarter — and the scores become more trustworthy over time.

After 3-4 sessions, the calibration stabilizes. A 4 in sales genuinely means the same thing as a 4 in delivery. The leadership team can

compare scores across functions with confidence — because the instrument is tuned.
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