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Growing Your Business without Losing Your Foundation
Audience workbook | Sarah Sengupta, PhD | August 27, 2026
Scale smart means building an operating system that can deliver more value without losing quality, cash resilience, team capacity, or purpose.
	CUSTOMER
	A repeatable promise

	PROCESS
	Work that flows

	PEOPLE
	Capability at the right level

	ECONOMICS
	Margin and cash resilience


My definition of smart scale
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
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1. Scale-Readiness Scorecard
Score 1 = fragile, 3 = workable, 5 = repeatable under pressure. Add evidence, not optimism.
	Area
	Ready looks like
	Score
	Evidence / next step

	Customer demand
	Validated and likely to repeat
	1  2  3  4  5
	

	Unit economics
	Margin and cash timing visible
	1  2  3  4  5
	

	Core workflow
	Documented and measurable
	1  2  3  4  5
	

	Capacity
	People, tools, suppliers, and managers can flex
	1  2  3  4  5
	

	Decision rights
	Authority and escalation are clear
	1  2  3  4  5
	

	Capability
	Skills exist or can be built quickly
	1  2  3  4  5
	

	Data
	A few measures reveal flow, quality, margin, and learning
	1  2  3  4  5
	

	Purpose fit
	The opportunity strengthens the customer promise
	1  2  3  4  5
	


Lowest score = current scaling constraint: ______________________________________________
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2. Map One Real Order
Trace a recent request from first signal to cash. Mark waits, rework, owner decisions, and missing data.
	LEAD
	QUOTE
	DELIVER
	QUALITY
	BILL
	LEARN

	



	



	



	



	



	





Constraint prompts
☐  Where does work wait or queue?
Notes: _________________________________________________________________________
☐  Where does work return for correction?
Notes: _________________________________________________________________________
☐  Where must the owner or one expert intervene?
Notes: _________________________________________________________________________
☐  Where are standards unclear?
Notes: _________________________________________________________________________
☐  Where are you blind to time, quality, cost, or demand?
Notes: _________________________________________________________________________
Constraint statement
We cannot reliably scale __________________ because _____________________________________
The smallest reversible experiment is: __________________________________________________
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3. Build Capability, Not Just Headcount
Readiness depends on what people bring, how they convert knowledge into action, and what the organization provides.
[image: ]
Which element is your growth plan assuming will “take care of itself”?
________________________________________________________________________________
________________________________________________________________________________
	DEFINE
	Critical work and performance standard

	PRACTICE
	Hands-on, job-relevant application

	COACH
	Fast feedback at the point of work

	MEASURE
	Quality, speed, judgement, and transfer

	REPEAT
	Integrate learning into the operating rhythm
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4. Opportunity Filter
Score each opportunity 1–5 and state the evidence.
	Criterion
	Question
	Score
	Condition for yes

	Strategic fit
	Strengthens purpose and customer promise
	1  2  3  4  5
	

	Economic fit
	Improves margin and cash resilience
	1  2  3  4  5
	

	Capacity fit
	Can be delivered without breaking quality
	1  2  3  4  5
	

	Capability fit
	Skills exist or can be built quickly
	1  2  3  4  5
	

	Reversibility
	Can be piloted, paused, or exited
	1  2  3  4  5
	


GO if: ________________________________________________________________________
PILOT if: ________________________________________________________________________
NO-GO if: ________________________________________________________________________
What must remain true even if the business doubles?
________________________________________________________________________________
________________________________________________________________________________
________________________________________________________________________________
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5. Your 90-Day Scaling Experiment
Choose one constraint, one learning target, and one reversible move.
	Window
	Focus
	Actions
	Evidence / gate

	0–30
	DIAGNOSE
	Baseline margin, cycle time, quality, capacity, and skill risk
	

	31–60
	PILOT
	Test one segment, workflow, offering, or team
	

	61–90
	DECIDE
	Scale, adapt, or stop based on evidence
	


My 7-day commitment
In the next 7 days, I will ______________________________________________________________
RASP partnership pathway
	BRING
	A growth constraint, skill need, data question, or innovation idea

	CONNECT
	Faculty expertise, research, grants, instructional design, PACE, and learner talent

	BUILD
	A diagnostic, pilot, customized training, applied project, or funded partnership

	LEARN
	Use evidence and feedback to improve, scale, adapt, or stop


A challenge I would like to explore with RASP: ___________________________________________
________________________________________________________________________________
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	Sarah Sengupta, Ph.D. | Associate Dean (Interim)
Research, Advanced Studies, and Partnerships (RASP)
419.574.2213 | sarah.sengupta@stcloudstate.edu | stcloudstate.edu
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) SUMMARY OF FINDINGS

@V The comparative synthesis shows that Q8 and Q10 provide  consistent but complementary account of early-career

readiness. Q8 captures the dificulties employers experience while integrating new hires into the workplace, while
QOidentifes the capabilties employers perceive as missing or underdeveloped. The findings support a shared-
responsibiity interpretation: readiness reflects theinteraction of employee preparation,the ablity to transiate.
knowledge into workplace performance, and the quality of organizational onboarding and support.

finding: Communication, practical exposure and business context, and independent judgement

‘connect the two questions. Technical and analytial capabiliy s more prominent when respondents are asked
directly about skills gaps, while training, documentation, information pacing, culture, and resourcing are:
distinctive features of onboarding challenges.

+ Communication was reported at similar rates in Q8 (20.4%) and QI0 (22.8%), indicating a stable concern across onboarding
‘and skils-gap perspecives.
+ Technical and analytical capabilty was substantially more prominent in Q10 (26.1%) than QB (111%), consistent wth
QO explcitly asking respondents o identiy sils gaps
Practical exposure and business context appeared at nearly dentical rates in Q8 (24.1%) and Q0 (22.8%), making this
one ofthe strongest areas of convergence.
Initative and independent judgement were aiso stable across questions: 1.1% in Q8 and 12.3% in Q10.
Motivation and self-management were more visibl in onboarding accounts (22.2%) than in skillsgap accounts (14.0%.
+ Organizational onboarding and resourcing appeared in 31.5% of Q8 responses in the harmonized synthesis and had no
direct Q10 counterpart
‘Some respondents reported no meaningful issue: 9.3% n Q8 and 14.0% i Q1.
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Figure 1. Comparatveprovalence of
Harmorized themes n Q8 and Q10.

KEY THEMATIC INSIGHTS

‘Commnicaton 5 consistent cross-question concern
Comemunication nd nerpersonlefectiveness sppeared in 204% of Q8 responss
a0 2.8%of Q10 responses. Employrs ighlhted writen, vrbal, face-to-foce and
business commnicatin,Isening. eamwork, confict resoution, engagerment and
‘daping to workplace expoctations.

2) Technical and analytical gaps are substantially mre prominent in Q10
echrical and snalytca capailty appeared n1.1% of O responses and 28.%of
Q10 responses,  diferenceof 169 percentage pints. Q10 included analyics,
reporting.data intorpetatio, softare, AUML apicaton, foecastng. invetry.
wansportaton routing,and warehouse operatons

3) Practical exposure and business contextare cantralto both questions
Pracial exposur and busine contxt appeared n 24.% of Q8 and 22.8% of Q10
responses Rspondents notedlinitd ndustry xposure,woak understanding of
busines procosses, dificulyseaing th big picture,and challnges appyng academic
conceptsin operatonsl setings.

&) Intiative and independent judgement forma stable transiton capabity
Appearedin T11% of Q8 nd 2.3% of Q0 esponss. Icluces dopendence on
supervior,imited corosiy, nsflcient checking of work, dificuity consdering
aeratives, and converting anlyss nto acton.
Mtivation and self-management are more visible during onboarding
‘Appeared n 22.2% of 08 and 14.0% of Q1 esponses.Icludos expectatons about
work hours, pace,attendance, work thic urgency eceptivencss, atence, and
willngness o nvest effort.
‘Organizationsl onboarding and resourcing are the disinctive QB finding
~Appearedin 3151 of Q8 responses and had o drect Q1O counterpart Inludes
raining provisin, documentation/SOPs, nformaton pacing,cuture and ystems
Integration, recuitng constaints, and amployr support o earing th ndustry.

The absence of a skl gap does not imply frictionless onboarding
Noissue was identied i 9.3% of QB and 14.0% of Q10 responses. Onboording eed
should not automaticallybe treated a evidence of nadeaate preparation.
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("2 THREE-PART MODEL OF
\& ¥ EARLY-CAREER READINESS

Workplace readiness emerges from the interaction of what
new hire brings, how thatperson converts knowledge nto
action, and what the organization provides during entry and
development,
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