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Workflow
Project Scope 

Finalization 
and Standard 

Setting

Team Selection 
& 

Composition
Training & 

Qualification Live Scoring Quality 
Monitoring

Grader Qualification Criteria

• Master’s degree in English
• Minimum qualification : 

Bachelor degree and related 
experience

Grader Selection Criteria

• Potential candidates score 2 sets of 10 responses 
(previously established as having “true” score as 
determined by client)

• Candidate scoring > 70% : interviewed by Manager
• Selected candidates moved to training



Training Model

Start scorer 
training

Study:
• Scoring guidelines
• Anchor set
• Source material

Training set 1
(20 papers)

Training set 2
(20 papers)

Qualification set 1
(10 papers)

Pass
Y or N

Qualification set 2
(10 papers)Scoring

Release scorer

Yes

No

No

These training sets are developed from student 
responses reviewed by client 



Scoring Model

Qualified 
scorers 

activated for 
scoring

Responses (first read, 
second read, validity 
papers) routed to 
scorers

Flag the 
response

Scorer scores the 
response

Yes

No

Is 
response 
an alert ?

Additional 
responses 
to score?

Scoring ends
Yes



Quality Monitoring Model

System compile 
reliability and 
validity data

Quality monitor reviews 
validity and reliability 
data and identifies 
drifts, anomalous 
patterns, and/or scorers 
below quality standard

Scores reset;
Scorer disqualified from 
scoring as appropriate

Quality monitor determines 
corrective actions;

Retains using Calibration set

Yes

No

Release
Scorer ?

Quality monitoring 
continues

Team lead administers 
corrective actions



Team Composition
Scorer

Pool
Quality
Monitor

Team
Leader

A
Team

Leader

B

Quality
Monitor

Scorer
Pool

1

2

3

4

5

Manager

1

2

3

4

5



Team Roles & Responsibilities

Grader
• Scores student responses and provide specific, exhaustive, 

and actionable feedback

Quality Monitor

• Read- behind grader work
• Check IRR data and score frequencies on validity papers
• Resolve essays in resolution pool
• Identify graders with variances for retraining and calibration

Team Leader • Administer quality monitors
• Ensure SLA

Manager
• Overall operational lead | Client engagement 
• Keep project processes in check
• Ensure project operation sans glitches
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