THE 50 FOR 50 GROWTH GUIDES - GROWTH FACTOR 2

The Gift: High Expectations

Give the Gift of High
Expectations

Principle #2: Give the Gift of High Expectations

The Complete Implementation Guide

This white paper is a companion to Chapter 2 of The 50 Factor by Scott Scully. The book tells the story. This guide gives you the step-
by-step playbook to implement accountability in your business — starting this week.

Why This Principle Matters

Most founders avoid accountability because they confuse it with punishment. They hold back on tough conversations because they
don't want to lose people. The irony is devastating: by avoiding accountability, they lose their best people anyway — because A-
players won't stay in an environment where mediocrity is tolerated.

Here's what the research says:

e « Gallup: Employees whose managers hold them accountable are 2.5x more likely to be engaged at work.
e < Harvard Business Review: Companies with strong accountability cultures have 36% higher profitability than those without.

e < CEBJ/Gartner: The #1 complaint from top performers in exit interviews is not that standards were too high — it's that standards

were too low for everyone else.
e < Partners In Leadership: 85% of leaders admit they haven't clearly defined what accountability looks like in their organization.
e < |nthe average company, managers wait 72 days to address a performance issue that they noticed on Day 1.

That 72-day gap is where companies die. Not from the performance issue itself — from the slow, invisible erosion of trust that
happens when everyone knows there's a problem and no one addresses it. Your A-players see it. They always see it. And they start
updating their resumes.



The Reframe: Accountability Is a Gift

Before you implement any system, you need to change how you think about accountability.

Accountability is not punishment. It is not correction. It is not discipline. It is the gift of high expectations, delivered with clarity, care,
and follow-through.

When you tell someone "I think you can do more than you're doing right now" — and you mean it, and you back it up with support —
you're not criticizing them. You're investing in them. You're telling them you see potential they may not see in themselves.

Most people have never had a boss who expected genuine excellence from them. They've had bosses who expected compliance.
Bosses who expected hours. Bosses who tolerated mediocrity because replacing someone is expensive and confrontation is
uncomfortable. If you become the boss who says "I see more in you than you're delivering, and I'm going to help you get there” — you
become unforgettable. People will run through walls for that kind of leadership.

The opposite of accountability is not kindness. The opposite of accountability is abandonment. When you drop the standard because
someone is struggling, you're not being merciful. You're telling them — silently, implicitly — that you don't believe they can do better.
That is the cruelest message a leader can send.

The Four Pillars: Prerequisites for Fair Accountability

Before you can hold anyone accountable, four conditions must be in place. If any pillar is missing, the accountability conversation is
unfair — and unfair accountability destroys trust faster than no accountability at all.

Pillar 1: Expectations

Are they crystal-clear, specific, and measurable?
Not "do better work." Not "be more proactive.” Not "step it up." Those are wishes, not expectations.

A real expectation sounds like: "Complete 8 client deliverables per week at a quality score of 4.0 or above, with zero missed
deadlines."

The test: Can you state the expectation in one sentence with a number attached? If not, it's not clear enough. Can the team member
recite it back to you? If not, it's not communicated enough.

How to set clear expectations for any role: 1. Identify the 3—5 most important outputs of the role. 2. For each output, define what
"good" looks like — with a number attached. 3. Write it down. One page. Titled: "What Winning Looks Like in This Role.” 4. Review it
with the team member. Ask: "Is this clear? Is this fair? What questions do you have?" 5. Both of you sign it. Not as a legal document
— as a mutual commitment.

Common failure mode: Founders set expectations verbally, once, in a meeting, and then hold people accountable to a standard the

person barely remembers. That's not accountability. That's ambush.

Pillar 2: Measurement

Is performance being tracked in a way both of you can see — daily or weekly?

The team member should be able to look at their own scorecard and know whether they're winning or losing before you say a word. If
you have to tell someone they're underperforming, your measurement system has already failed.

Best practice: A simple dashboard or spreadsheet — visible to the individual and their manager — showing the key metrics updated
daily or weekly. Not monthly. Not quarterly. Weekly at minimum. The faster the feedback loop, the faster the correction.

What to track:



« For delivery roles: quality scores, on-time rates, output volume, client satisfaction

« For sales roles: calls made, conversations held, meetings booked, proposals sent, close rate
e < For account management: retention rate, NPS scores, upsell rate, response time

e < For managers: their team's aggregate metrics, plus recognition frequency (Principle #1), plus accountability cadence

Pillar 3: Feedback

Is the conversation happening every week, not just during annual reviews?

The annual review is the single biggest scam in American business. You're going to give somebody feedback one time a year about
twelve months of work and expect them to change their behavior? It's absurd. By the time the review happens, the behaviors are
cemented, the resentment has built, and the person is either checked out or surprised.

The weekly 1:1 is the accountability delivery mechanism. Thirty minutes. Same day, same time, every week. Not optional. Not
rescheduled unless someone is literally in the hospital. Here's the format:

1. What did the numbers say this week? (2 minutes — look at the scorecard together) 2. What went well? (5 minutes —
recognition for specific wins) 3. Where are the gaps? (10 minutes — honest conversation about what's below standard) 4. What's
the plan for next week? (5 minutes — specific actions to close the gaps) 5. What do you need from me? (5 minutes — the most
important question in management)

This rhythm means that by the time you have a formal performance conversation, there are zero surprises. The person already knows

exactly where they stand because you've been telling them every week for months.

Pillar 4: Support
Have you asked what they need from you to succeed?

This is the pillar most founders skip — and it's the one that transforms accountability from adversarial to collaborative.

When someone is underperforming, the instinct is to assume the problem is the person. Sometimes it is. But often, the problem is
upstream: unclear training, broken processes, missing tools, conflicting priorities, or a role that doesn't match the person's strengths.

The question "What do you need from me?" does three things: 1. It signals that you're invested in their success, not just their output.
2. It surfaces system-level problems you might not see from the top. 3. It creates shared ownership of the solution. They're not being
"managed" — they're being supported.

If they don't have a good answer, that's information too. It might mean the problem is motivation, not capability. It might mean the
role is wrong. But you don't know until you ask.

The Accountability Conversation: A Six-Step Framework

This is the exact structure for a productive accountability conversation. The sequence matters — do not rearrange the steps.

Step 1: Open with Belief (30 seconds)

Start with what you see in them. Not the gap. Not the problem. Their potential.

"I want to have this conversation because | see a lot of potential in you. I think you can be one of the best [role] in this company within

a year, and | want to help you get there."

Why this works: It disarms defensiveness. The person walks in expecting criticism. Instead, they hear investment. Their posture
changes. Their walls come down. Now you can have a real conversation.



Common mistake: Skipping this step because it feels "soft." It's not soft. It's strategic. Without this opening, every word that follows
sounds like an attack.

Step 2: Name the Gap with Data (60 seconds)

State what you're seeing — with specific numbers, not feelings.
"Right now, here's what I'm seeing. Your [metric] is at [X] this month. The standard for this role is [Y]. That's a gap of [Z]."

Why data matters: Data makes the conversation about performance, not personality. It removes the he-said-she-said. It makes the
gap undeniable — not because you're being harsh, but because numbers don't have opinions.

Common mistake: Using vague language like "l feel like you haven't been giving it your all." That's an accusation, not a data point.

The person has no way to respond except defensively.

Step 3: Restate the Standard (30 seconds)

Confirm the expectation clearly, so there's no ambiguity about what "good" looks like.

"The expectation we've set for this role is [specific, measurable standard]. This was documented when we set up your scorecard. |

want to make sure we're aligned on what we're measuring.”
Why this matters: It confirms the person knew the standard. If they say they didn't, that's a Pillar 1 failure — and it's your

responsibility to fix.

Step 4: Ask for Their Plan (2-3 minutes)
Let them own the solution. People commit to plans they create.
"What do you think needs to change to close this gap? | want to hear your perspective first."”

Why you ask instead of tell: When you tell someone what to do, you get compliance. When they tell you what they'll do, you get
commitment. Let them talk. Listen. If their plan is good, endorse it. If it's missing something, suggest an addition — don't overwrite
their plan.

Step 5: Offer Support (1-2 minutes)
"What do you need from me to make this happen? Training? Resources? A different process? More clarity on anything?"
This is the line that separates accountability from blame. Without this question, the subtext is: you're failing and it's your fault.

With this question, the subtext is: we're in this together and | want to help.

Step 6: Set the Cadence (30 seconds)

"I'd like us to meet every week for the next 30 days to review progress together. Same time, same day. I'll put it on both our calendars
right now."”

Why 30 days: Short enough to create urgency. Long enough to see real change. Long enough for three weekly check-ins plus a final
assessment.

The Three Rules of Accountability Conversations

These are non-negotiable. Violate any of them and the conversation backfires.

Rule 1: Expectations must be crystal-clear BEFORE you hold anyone accountable. You cannot hold someone to a standard they
didn't know existed. If you haven't documented and communicated the expectation, the first conversation is about setting the



expectation — not about the gap.

Rule 2: Correction happens in private. Recognition happens in public. Never the reverse. A correction in front of peers isn't
accountability — it's humiliation. Private correction preserves dignity and keeps the person's walls down. Public recognition (Principle

#1) reinforces the behavior you want to see more of. The two work together but in opposite settings.

Rule 3: Don't litigate the past. Focus forward. Say: "Here's the gap. What do you need from me to close it?" Not: "Why did you
miss the deadline three times last month?" Looking backward creates defensiveness. Looking forward creates ownership.

The "A Rule Is a Rule" Principle

Underlying everything in this white paper is a principle that's easy to state and brutally hard to practice: consistency.

The standard doesn't move. It doesn't move because someone is tired. It doesn't move because you're short-staffed. It doesn't move
because the economy is rough. It doesn't move because you're afraid someone will quit.

When you enforce the standard selectively — holding some people accountable but not others, enforcing on good days but not bad
days, being strict with new hires but lenient with veterans — you send a message that's louder than any words: the rules are optional.
And the moment the rules become optional, they stop being rules.

The companies that win are the companies where people know, with total certainty, what the standard is and what happens when they
miss it. Not sometimes — every time. Inconsistency in accountability is the silent killer of every growing business.

The 30-Day Accountability Sprint

When you've identified someone who's underperforming, use this 30-day framework:

Day 1: The Conversation

Use the six-step framework above. Document the conversation. Both of you walk out with:
e « Aclear statement of the expectation

e < The current gap (with data)

e < The person's plan to close the gap

e < \What support you've committed to providing

e« \Weekly check-in scheduled for the next four weeks

Week 1: First Check-In

Review the numbers. Is there movement? Even small progress is worth acknowledging. Coach the specific gaps — don't just point
them out, help solve them. Ask again: "What do you need from me this week?"

Week 2: Second Check-In

Look for a trend. One good week could be adrenaline. Two good weeks is a pattern forming. If there's no movement after two weeks,
it's time for a deeper conversation: "What's getting in the way? Is there something we haven't addressed?"

Week 3: Third Check-In

By week three, you should see meaningful, sustained improvement. If you do — say so. Clearly. "I see real progress. Here's what's
working. Keep going."



If you don't — have the honest conversation: "I've provided support, we've met weekly, and the gap hasn't closed. | need to
understand what's happening. Are you in the right role? Is there something about this work that isn't connecting for you?"

This isn't a threat. It's genuine curiosity. Sometimes the answer is: "I'm trying, but | don't love this work." That's valuable information. It

means the person isn't failing — the fit is wrong.

Day 30: Assessment

Three possible outcomes:
1. The gap closed. Celebrate. Acknowledge the growth publicly. Maintain the weekly 1:1 cadence to prevent regression.

2. Significant progress, not yet at standard. Extend the sprint for 30 more days with adjusted milestones. Continued coaching and
support.

3. No meaningful progress despite real support. Role change conversation. Not as punishment — as redirection. "Based on the
last 30 days, | don't think this specific role is the best fit for your strengths. Let's talk about where you can contribute most effectively."”

By Day 30, nothing is a surprise. The person has been informed, supported, measured, and coached every single week. Whether the
outcome is celebration or redirection, it's earned — not arbitrary.

The Cost of Avoiding Accountability

When you avoid accountability, here's what actually happens:

Your A-players leave. Top performers are the first to notice when standards slip. They see the underperformers coasting. They see
you avoiding the conversation. And they start looking — because A-players don't want to work in a company where mediocrity is
tolerated. They want to be surrounded by people who are held to their level.

Your B-players become C-players. Without accountability, the standard drifts downward. People calibrate to the lowest acceptable
performance they see around them. If Jake is doing half the work and nobody says anything, why would anyone else do more?

Your clients feel it. Inconsistent quality. Missed deadlines. The feeling that nobody's really paying attention. Clients may not say it
directly, but they start looking at alternatives. Retention drops, and you blame the market.

You become the bottleneck. Instead of holding people accountable, you start doing their work yourself. Re-editing the proposal. Re-
running the report. Jumping on the client call because you don't trust the team. You become the most expensive individual contributor
in the building — and the company can't grow past your personal capacity.

The math: If avoiding accountability causes one A-player to leave per year (conservative), and replacing an A-player costs 150% of
their salary, and an A-player earning $80K is replaced at a cost of $120K — you're paying $120,000 per year for the privilege of
avoiding uncomfortable conversations. That's the cost of cowardice.

Common Mistakes and How to Avoid Them

Mistake #1: Holding people accountable to standards you haven't articulated. This is the most common failure. The founder
knows what they want but has never written it down, communicated it clearly, or confirmed the person understands. Fix Pillar 1 first.

Mistake #2: Waiting too long. The moment you notice the gap, the clock starts. Every day you wait makes the conversation harder,
the resentment deeper, and the problem more entrenched. The fastest accountability conversation is the kindest one.

Mistake #3: Starting with the gap instead of the belief. If the first thing out of your mouth is criticism, the walls go up and the
conversation is over. Start with: "I see potential in you."



Mistake #4: Using vague language. "l feel like you're not giving it your all" is useless. "Your quality score averaged 2.8 this month
versus the 4.0 standard" is actionable.

Mistake #5: Making it about personality instead of behavior. Never say: "You're lazy." Always say: "Your output this week was 4
deliverables versus the 8-deliverable standard.” One is an attack on identity. The other is a data point. They produce completely
different responses.

Mistake #6: Inconsistent enforcement. Holding some people accountable but not others — because of tenure, friendship, or fear —
poisons the entire culture. The standard applies to everyone or it applies to no one.

Mistake #7: Accountability without support. If you hold someone to a standard but don't ask what they need, don't provide training,
and don't remove obstacles — you're not managing. You're blaming. Always ask: "What do you need from me?"

Quick-Start Checklist

Use this checklist to implement Principle #2 in the next 30 days:

v [ Audit your expectations: Are they written, specific, and measurable for every role?
v [ Identify the one person with the most potential who isn't hitting it

v [0 Write their expectations on one page: "What Winning Looks Like in This Role"

v [0 Review it with them. Confirm alignment.

v [ Schedule the accountability conversation this week

v [0 Use the six-step framework: Belief -~ Gap - Standard - Plan - Support — Check-in
v [ Set weekly 1:1s for the next 30 days

v [ Track progress on the Accountability Tracker spreadsheet

v [0 Week 1 check-in: acknowledge any progress, coach the gaps

v [ Week 2 check-in: look for a trend

v [0 Week 3 check-in: sustained improvement or deeper conversation

v [0 Day 30: assess — celebrate, extend, or redirect



Implementation Tools

Ready-to-use templates for this Growth Factor

X 30-Day Accountability Tracker (Excel)
Columns: Day, Action, Script/Approach, Outcome, Notes

ﬂ Expectations Clarity Audit (Excel)

Columns: Week, Date, Team Member, Gap Discussed, Their Plan, Support Needed, +2 more

@ Accountability Conversation Script Card
Ready PDF

a "What Winning Looks Like" role expectations template

ﬂ Weekly 1:1 agenda template

This is Principle #2 of 50. Recognition (Principle #1) creates the environment where people feel seen. Accountability (Principle #2)
creates the standard that keeps them growing. Together, they are the foundation of everything that follows.

Get the book: The 50 Factor by Scott Scully

The 50 Factor by Scott Scully - Brought to you by Abstrakt Marketing Group - abstraktmg.com



