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HOW TO USE THIS GUIDE

ClarityCode is a field guide and diagnostic tool for post-Series A B2B SaaS founders. It covers the three

pillars that determine whether your company can scale beyond you — People, Process, and Culture —

and gives you a scored picture of where the gaps sit today.

Use it in a single sitting or across a week. Each pillar section takes 15–20 minutes to read and score honestly. The
diagnostic at the end of each section gives you a pillar score out of 25. The three scores combine into your ClarityScore
— your organisational health number.

One instruction before you begin:

Score for the organisation as it actually operates today. Not as you intend it to be. Not as it was six months ago.
Not your best-case version. The gap between the score you want to give and the score that is actually true —
that gap is exactly where the work is.
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01 —The Company That Could Be 10X

THE 10X QUESTION

Picture your company in three years. Not the product — the product will evolve. Not the market —

the market will shift. The organisation. The human machine behind the product.

At 10X, you are not in every meeting. You are not the answer to every question. You are not the last line of defence
when something breaks. The company runs — with discipline, with consistency, with a culture that recruits for you
and retains without you having to beg.

What would have to be true about your People, Process, and Culture for your company to operate confidently
at 10 times its current size?

That question is the entire point of this guide.

Because here is what the founders who actually reach 10X have in common — and it is not what most people think. It
is not the best product. It is not the best funding. It is not even the best team.

"The 10X founder builds an organisation that can carry the company's ambition
without the founder carrying all of it personally."

The 1X founder keeps the company dependent on their presence, their decisions, and their energy — and then
wonders why growth always plateaus at the same ceiling.

PEOPLE PROCESS CULTURE

At 10X, your team owns outcomes. Right
now — does every function have a single,
unambiguous owner who would know if
it was failing?

At 10X, the company's knowledge is in its
systems, not its people's heads. Right
now — if three key people left, what
would break?

At 10X, your culture recruits and retains
without you. Right now — could you
describe your culture in three sentences
your team would agree with?

The gap between founder-dependent and
self-directing.

The gap between tribal and institutional
knowledge.

The gap between founder-personality and
shared values in practice.
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02 —The 4pm Founder — Do You Recognise This?

THE SIGNAL

This is the most common founder we work with. Read this carefully and be honest about how much of

it sounds familiar.

The 4pm Founder

It is 4pm on a Tuesday. You have been in back-to-back meetings since 9am. Three of them were things your team
should have been able to handle without you — but the decisions kept routing back to you anyway.

Your phone has 14 unread messages from team members asking for direction. A client escalation landed in your
inbox that should have been resolved two levels below you. A new hire is on week three and still unclear about
what they are supposed to own.

You are exhausted. But here is the thing that really bothers you — your company is growing. Revenue is up. The
product is working. And yet you feel more trapped than you did when the company was half this size.

"If your company doubled in size tomorrow — would things get better or worse?"

Most founders, if they are honest, know the answer. Worse. Because everything that is slightly broken at current size
becomes significantly broken at 2X. The chaos you are managing right now is not a temporary phase. It is a signal. It is
the organisation telling you that it was not built for where you are trying to take it.

Three Scenarios That Should Make You Uncomfortable

Scenario The question to answer honestly

Your best person resigns
tomorrow.

Not because of money — because they are frustrated by the lack of clarity. How long does it
take you to replace what they knew? What breaks before you do?

A new investor looks under the
hood.

They speak to your top three managers independently. Ask each: what are the priorities, how
are decisions made, what would you change? Do all three give the same answer?

You take three weeks completely
off.

No Slack. No email. No calls. At the end of three weeks, how many things have gone wrong,
stalled, or been decided in a way you would not have decided? Be specific.

These are not extreme scenarios. They are normal business events.

A 10X company handles all three without drama. A 1X company is destabilised by any of them. Which one are
you right now?
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PILLAR 01

Does your team operate with the same standards and direction whether you
are in the room or not?

THE 10X QUESTION

03 —Ownership, Knowledge, and Priorities

PEOPLE PILLAR

STUCK AT 1X SCALED TO 10X

Decisions queue up waiting for the founder. Every function has a documented, single owner.

Ownership is assumed rather than assigned. Decisions happen at the right level without founder.

Good people leave — no real authority to grow. New hires reach full productivity in under 30 days.

Founder works hardest. Company still feels fragile. Team could brief an investor without the founder.

"If you listed every decision you made last month — what percentage should have
been made by someone else?"

People Failure Modes — and What They Cost

Failure Mode What It Looks Like What It Costs You

Founder as Bottleneck
Every meaningful decision routes
back to you.

Every hour spent deciding what someone else should own is
an hour not spent on what only you can do. Multiply by 250
working days.

Blurry Ownership
Multiple people feel responsible for
the same outcome.

Work falls through gaps. Good people get frustrated. You
resolve conflicts that a clear ownership charter would have
prevented.

Weak Onboarding
New hires take 60–90 days to
become productive.

At 10X you will hire constantly. The compounding cost of 90
days of lost productivity per hire is enormous.

Misaligned Priorities
Ask 3 people the top priorities. Get 3
different answers.

Wasted effort. Teams pulling in different directions. Projects
nobody finishes because everyone thought someone else was
accountable.
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DIAGNOSTIC — Score each 1 to 5 1 = Not true  ·  5 = Completely true

The team makes good decisions consistently when I am not involved.
____  / 5

Every function has a single, clearly documented owner.
____  / 5

New hires reach full productivity within 30 days.
____  / 5

Ask any 3 team members the top priorities — they give the same answer.
____  / 5

People are doing work that matches their roles, strengths, and ambitions.
____  / 5

PILLAR TOTAL ____  / 25
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PILLAR 02

If your three best people left tomorrow — how much of your company would
break?

THE 10X QUESTION

04 —Systems, Handoffs, and Institutional Knowledge

PROCESS PILLAR

STUCK AT 1X SCALED TO 10X

Critical knowledge lives in people's heads. The company's best thinking lives in its systems.

Customer experience varies by who shows up. New person learns how things work from docs alone.

Problems get solved the same way twice — poorly. Customer experience is consistent regardless of who.

Company gets weaker every time someone leaves. Every problem solved makes the company smarter.

"How long would it take a new person to understand how your company works —
using only what is written down?"

Process Failure Modes — and What They Cost

Failure Mode What It Looks Like What It Costs You

Tribal Knowledge
Critical operating knowledge lives
only in people's heads.

Every departure is a knowledge loss. Every new hire starts
from zero. The company reinvents the wheel constantly.

Broken Handoffs
Work gets dropped or delayed
between people.

Customers feel delays and inconsistency. Quality drops at
every transition point. Trust erodes.

Inconsistent CX
Customers get different quality
depending on who serves them.

Reputation is hostage to individual performance. Renewals
become unpredictable. Word of mouth works against you.

Reactive Culture
Problems get solved in firefighting
mode.

The same problems recur. Good people burn out. The
company never learns because it never stops to think.



ANTRIDGE CLARITYCODE — People. Process. Culture.

antridge.in  ·  sayan@antridge.in  ·  © 2025 AntRidge. All rights reserved. 7

DIAGNOSTIC — Score each 1 to 5 1 = Not true  ·  5 = Completely true

Most key processes are documented and consistently followed.
____  / 5

Work moves between team members with clear, defined handoffs.
____  / 5

Customers get a consistent experience regardless of who serves them.
____  / 5

When something goes wrong, there is a clear process for resolution.
____  / 5

A new person could understand how we operate from documentation alone.
____  / 5

PILLAR TOTAL ____  / 25
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PILLAR 03

Would your best people choose to work here even if you were not their
manager?

THE 10X QUESTION

05 —Values, Behaviour, and Psychological Safety

CULTURE PILLAR

STUCK AT 1X SCALED TO 10X

Culture is the founder's personality, scaled imperfectly. Culture is a set of decisions the company makes consistently.

What gets rewarded contradicts what gets said. New joiners can read the culture within two weeks.

New joiners learn real rules by watching — not reading. What is rewarded visibly matches what is said.

Founder's presence IS the culture. Company attracts people who want to live those decisions.

"If you asked your team to describe your culture anonymously — would the answer
match how you would describe it yourself?"

Culture Failure Modes — and What They Cost

Failure Mode What It Looks Like What It Costs You

Founder Dependency
Performance drops when the founder
steps back.

You cannot take a holiday without anxiety. The company's
ceiling is your personal bandwidth.

Values-Behaviour Gap
What gets rewarded contradicts what
is stated.

High performers notice the gap first — and leave. What
remains is optimised for the real values, not the stated ones.

Low Psych Safety
Problems are hidden until they
become crises.

Issues fester. Customer problems escalate before they surface.
The founder is always the last to know what matters most.

Invisible Culture
Nobody can articulate how things
work here.

Hiring is inconsistent. Onboarding is slow. The team splinters
into factions with different ideas of what the company stands
for.
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DIAGNOSTIC — Score each 1 to 5 1 = Not true  ·  5 = Completely true

The team makes good decisions consistently when I am not involved.
____  / 5

What we say we value is what we actually reward in practice.
____  / 5

People surface problems and mistakes quickly — without fear.
____  / 5

New joiners understand how things really work here within two weeks.
____  / 5

I could describe our culture and my team would completely agree.
____  / 5

PILLAR TOTAL ____  / 25
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06 —ClarityScore — Your Organisational Health Number

YOUR SCORE

Add up your three pillar scores. This is your ClarityScore — an honest picture of how built your

company is for where you are trying to take it.

YOUR CLARITYSCORE — Organisational Health Score

PEOPLE ____  / 25

PROCESS ____  / 25

CULTURE ____  / 25

TOTAL CLARITYSCORE ____  / 75

60 – 75 Strong Foundation Well built. Gaps that feel manageable today will compound at 2X.

45 – 59 Developing Real strengths and gaps. Act now — before scale makes it harder.

30 – 44 Under Pressure Chaos is already costing you. Urgent action needed.

< 30 Critical Risk Without intervention, 10X is a wish, not a path.

Your lowest scoring pillar is where your 10X journey begins.

Not next quarter. Now. A single pillar genuinely improved this month is worth more than three pillars
half-addressed. Pick the lowest score. Start there. Everything else follows.

The most important thing about your ClarityScore is not where it sits today — it is whether it moves. A company that
scores 38 and moves to 52 in 90 days is doing exactly the right work. A company that scores 58 and stays there is
standing still while its competitors are not.
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07 —Your First 30 Days

ACTION PLAN

One rule before you start: do not try to fix all three pillars at once. Pick your lowest score. Fix that one

pillar properly this month. A single pillar genuinely improved is worth more than three pillars

half-addressed.

WEEK 1 Name It Precisely

Do not stay at the level of "we have an ownership problem." Write down three real examples of how this failure mode
showed up last month. What happened? Who was involved? What was the impact? Specificity is what makes the fix stick.

WEEK 2 Find the Root Cause

For each example, ask why three times. The first why gives you a symptom. The second why gets closer. The third why
usually reaches the real cause. Write it down and share it with one trusted person on your team. Ask if they agree.

WEEK 3 Make One Change

Not a plan. Not a project. One concrete change this week. Assign ownership to something previously ambiguous.
Document one process that lives in someone's head. Have one direct conversation about the values-behaviour gap. Do
the hardest thing first.

WEEK 4 Score Yourself Again

Re-score the five questions for your lowest pillar. Has the score moved? What is still not working? What does next month
need to focus on? The goal is not perfection — it is directional movement and honest measurement.
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The most important commitment you can make:

Set aside three hours per week — protected, in your calendar, non-negotiable — specifically for the
organisational work.

Three hours per week. Twelve hours per month. That is enough to meaningfully move one pillar in 30 days. The
founders who reach 10X are the ones who treat organisational health as primary work — not background work.
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08 —Where This Guide Ends

NEXT STEP

This guide gives you the diagnosis and the first steps. For many founders, that is enough to get started.

But there is a point where the complexity of what you are dealing with — the interdependencies

between pillars, the political dynamics, the gap between what people say and what is actually

happening — exceeds what any guide can address.

That point usually sounds like this:

– I know something needs to change but I am not sure where to start first.

– I have tried to address some of this but the same issues keep coming back.

– I need someone who can see what I am too close to see.

– I want a structured intervention with a clear, sequenced action plan — not more advice.

ClarityMap — The Next Step

ClarityMap is AntRidge's 4-week structured diagnostic. It goes deep across all three pillars and produces a complete,
prioritised action plan for your company specifically — not a generic framework, but a precise map of your gaps and
the sequence to close them.

Week What happens What you get

Week 1
Listening. Structured conversations across your leadership
team and key contributors.

A complete picture of what the team actually
thinks, feels, and knows.

Week 2
Observing. Attending key meetings and seeing how the
company actually operates — not how it is described.

The gap between the stated operating model
and the real one.

Week 3
Analysing. Synthesising everything into a clear picture of
root causes, dependencies, and gaps.

The three highest-leverage interventions for
your specific company.

Week 4
Reporting. A structured presentation of findings and a
sequenced action plan.

A complete, prioritised plan with clear owners
and timelines.

The investment is ₹2.5L for the full 4-week engagement.

If after Week 1 it is not the right fit — you pay nothing. The risk is entirely ours. The only requirement is your
honest participation.
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The organisation you build is the vehicle that carries your product to the market it
deserves.

Most founders build the product first and the organisation last. The 10X founders build both — at the

same time.

— Sayan Dutta, Founder, AntRidge

TAKE THE CLARITYSCORE ENGAGE CLARITYMAP CONNECT DIRECTLY

The digital version of this diagnostic.
8 minutes. Scored output. Tells you
which pillar to start with.

The 4-week hands-on diagnostic —
deep across all three pillars.
Complete, prioritised action plan.
₹2.5L. No risk after Week 1.

Email sayan@antridge.in with your
ClarityScore total and your lowest pillar.
That is enough to start a useful
conversation.

form.typeform.com/to/z64WgojT antridge.in/claritymap sayan@antridge.in


