AKeyDelta CASE STUDY

FOUNDER TRANSITION & EXECUTION SCALE

Scaling Beyond the Founders at a High-Growth

Marketplace

How a 40% YoY growth company broke its dependency on two founders who were in every decision — installing VOOCS to cut
decision time 40%, reduce escalations 55%, and develop the next generation of leaders. First autonomous team decision shipped
by week 4.

40% —55% +8% 15 hrs/wk 2 VPs

FASTER DECISIONS ESCALATIONS CONVERSION LIFT FOUNDERS FREED LEADERS DEVELOPED
THE SITUATION THE APPROACH
A high-growth events marketplace ($50M+ revenue, 300+ employees) The Five Whys revealed the founders weren't holding on — the system had
growing 40% year-over-year had a hidden bottleneck: both founders were in never given anyone else authority to act. The operator-advisor implemented
every critical decision. Sprint planning, feature prioritization, customer VOOCS across three product teams as a pilot — then used the results to
escalations above $10K — everything flowed through two people working 70- transform how the founders led:

hour weeks. Growth was masking a system that couldn't scale.
. Define Team Outcomes
o Both founders working 70-hour weeks — still couldn't keep up with decision Each product team got a clear outcome metric they owned: conversion rate
volume as the company scaled for Team A, retention for Team B, NPS for Team C. No ambiguity about what
'success' meant.
e Sprint planning required founder input, feature prioritization required founder

approval, customer escalations above $10K went to founders Assign Real Authority

Single owners assigned with genuine decision rights — features, timelines,
resource allocation within scope. Not ‘recommend to the founders' — actual
authority to decide and ship.

e Teams had learned to wait for founder signals — 'What do the founders think?'
was the real decision criterion, not metrics

e Decision velocity was slowing even as the market was accelerating —
competitors gaining ground

Install Weekly Close
Four questions every Friday: What closed? What's stuck? Who decides by

. when? What's the cost of waiting? Founders could observe but not override.
e No path to develop next-generation leaders — the founders' constant

involvement prevented anyone else from building judgment Founder Transition
Hardest phase: told both founders to stop attending daily decisions. No sprint
reviews. No feature debates. No casual drop-ins. Available for escalations

only — coaching, not approving.

THE RESULTS — 6 MONTHS

DECISION SPEED ESCALATIONS CONVERSION DECISION QUALITY FOUNDER TIME LEADERSHIP
12d - 7d 23/wk - 10/wk Baseline - Good - Better 70 hrs - 55 0. 2VPs
+8% hrs

THE VOOCS LENS — HOW AUTHORITY DEVELOPED LEADERS
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VISION OUTCOMES OWNERSHIP CADENCE SCALE

Build a company that executes Each team owned a metric. Authority grants with real teeth. Weekly Close replaced ad-hoc Judgment developed through

at the speed of the market — not Conversion, retention, NPS — When a founder wanted to kill a founder check-ins. Founders reps, not training. Each decision

the speed of two founders' not 'keep the founders happy.' feature, the answer was 'Does reviewed decisions to was practice. Two team leads

calendars. Develop the next Teams made decisions based on the owner think it improves their understand reasoning — earned VP promotions — people

generation of leaders. data, not founder signals. metric?' Yes? Ship it. Their call. teaching, not overriding. 'Walk who'd never had the chance to
me through how you decided.' exercise judgment before the

system gave them authority.

“We thought our judgment was irreplaceable. Turns out judgment develops through reps — you just have to give people the

authority to take them. Two of our team leads are now VPs. That never would have happened if we'd kept deciding everything

ourselves.”

— CO-FOUNDER, HIGH-GROWTH MARKETPLACE
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