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BY SCOTT SCULLY

Principle #5: Quality as a KPI for Every Position

The Complete Implementation Guide

This white paper is a companion to Chapter 5 of The 50 Factor by Scott Scully. The book tells the story. This guide gives you the step-
by-step playbook to build a quality measurement system that protects your clients, retains your best people, and drives the retention
variable in the Growth Formula.

Why This Principle Matters

Quality is the upstream driver of retention. Retention is the cheat code of the Growth Formula (Principle #4). Which means quality —
not marketing, not sales, not pricing — is the hidden variable that determines whether your company grows or stalls.

A company without a quality measurement system is a company running blind. Every manager is using their own personal standard.
Every employee is guessing what "good" looks like. And every client is quietly noticing the inconsistency — even if they're too polite to
say it.

The research confirms what every experienced operator already knows:

• Bain & Company: A 5% increase in customer retention increases profits by 25–95%. Quality is the #1 driver of retention.

• American Society for Quality: Companies with formal quality management systems achieve 30% higher customer satisfaction
scores than those without.

• HBR: The cost of acquiring a new customer is 5–25x more expensive than retaining an existing one. Quality failures that drive
churn are the most expensive operational problem in any services business.



The problem isn't that people don't care about quality. It's that quality has never been defined, measured, or made visible. When you
measure revenue every month but never measure quality, you're telling your team — implicitly, loudly — that revenue is what matters
and quality is optional. They hear you.

The Core Principle

If a role produces work that affects the company's output, the quality of that work can be measured. If it isn't being measured, it isn't

being managed.

This applies to every role in your company — not just delivery. Sales has quality (discovery call depth, proposal accuracy,
expectation-setting). Account management has quality (responsiveness, proactive communication, QBR preparation). Operations has
quality (process adherence, accuracy, timeliness). Marketing has quality (message consistency, brand standards, lead quality).

The reason most companies don't measure quality is not that it's impossible. It's that nobody has ever sat down with the best
performer in each role and asked: "What does excellent look like in your job, and how would we measure it?"

That conversation — which takes 90 minutes — is the foundation of everything in this white paper.

The Four-Step Quality System

Step 1: Define Excellence in Writing

For every role that produces work affecting the company's output, you need a written definition of what "excellent" looks like. Not

vague values. Not personality traits. Observable, measurable behaviors and outputs.

The wrong way to define quality: "Be thorough." "Pay attention to detail." "Deliver great work." These are wishes, not standards.
They mean different things to different people. They're impossible to measure and impossible to coach to.

The right way to define quality: "Every client deliverable is reviewed against the 5-point checklist before submission. Error rate on
submitted deliverables is below 2%. Client receives the deliverable on or before the agreed deadline 95% of the time."

How to do it — the Clone Question:

Sit down with your top performer in the role. Ask them this question:

"If I cloned you twenty times and handed you a room of clones, what would you measure to know which ones were great and which
ones were slipping?"

Your best people already know what excellence looks like. They've never been asked to articulate it. They do it instinctively — and
they can see when others don't. This question pulls that instinct out and turns it into a written standard.

What you'll get: 3–7 quality standards per role. Each one specific enough to score. Each one observable enough to verify. Each one
important enough that missing it would affect the client, the team, or the outcome.

Example output from the Clone Question (Account Manager role): 1. Client response time: all client inquiries answered within 4
business hours 2. QBR preparation: full performance report completed 48 hours before the meeting 3. Proactive outreach: minimum 2
proactive touchpoints per client per month (not reactive to problems) 4. Data accuracy: all client-facing reports reviewed for errors

before distribution 5. Expansion identification: at least 1 upsell/cross-sell opportunity documented per client per quarter

• Internal data from companies implementing this principle: Quality scorecard rollouts consistently improve team quality
scores from an average of 3.1 to 4.4 (out of 5) within 90 days. Client retention improvements of 8–15 percentage points follow
within 12 months.



Each of these is specific, observable, and measurable. Each one can be scored on a 1–5 scale. Together, they define what "great
account management" looks like at your company.

Step 2: Build the Scorecard

Once you have the quality standards defined, build a simple scorecard:

Structure:

Scoring method: Don't score every piece of work. Score a random weekly sample — 3–5 items per person per week. Randomness
matters because it prevents people from gaming the system by only doing great work on the pieces they think will be reviewed.

Who scores: The person's direct manager. Not a separate QA team (too disconnected from the work). Not the person themselves

(too subjective). The manager — who should be close enough to the work to evaluate it accurately and close enough to the person to
coach from the results.

Calibration: Once a month, have your managers score the same 3 pieces of work independently. Compare scores. If Manager A
gives a 4 and Manager B gives a 2, you have a calibration problem — the standard isn't shared. Discuss the discrepancy and align.

Step 3: Feed Scores Into Your Accountability System

The quality scorecard is not a report that sits in a folder. It feeds directly into the accountability framework from Principle #2.

Weekly rhythm:

Thresholds:

The coaching frame: A quality score below 3.0 is not a punishment trigger. It's a coaching trigger. The question is not "why did you

fail?" The question is "what happened, and what do you need to close the gap?" (See Principle #2 for the full framework.)

Step 4: Report Quality Company-Wide

This is where most companies stop — and where the real culture shift begins.

The principle: Quality is reported publicly alongside revenue. Every all-hands. Every monthly review. Every quarterly business

review. If you only report revenue, you're telling your team that revenue is the only thing that matters. When you report quality
alongside revenue, you send a different message: we are a company that cares about how we deliver, not just what we deliver.

What to report:

• Standards listed down the left column

• Weight assigned to each (percentages that sum to 100%)

• Score column (1–5 scale: 5 = excellent, 4 = good, 3 = acceptable, 2 = below standard, 1 = unacceptable)

• Weighted score column (weight × score)

• Total quality score at the bottom

• Manager reviews the quality scores in the weekly 1:1

• Scores above threshold: recognition (Principle #1) — specific, named, public

• Scores below threshold: accountability conversation — belief, gap, standard, plan, support

• 4.0+ = exceeding standard (recognize and celebrate)

• 3.0–3.9 = meeting standard (acknowledge, look for improvement opportunities)

• Below 3.0 = below standard (accountability conversation within 48 hours)

• Company-wide average quality score (trending over time)



The psychological shift: When quality is public, it becomes a source of pride. Teams compete to have the highest quality scores.
Individuals take ownership of their numbers. The person who was doing B-level work because nobody noticed starts doing A-level
work because everyone can see.

Where to Start: The Build Order

Do not try to build quality scorecards for every role at once. That's a six-month project that collapses under its own weight. Instead,

build them in sequence, starting with the role where quality failure most directly drives client churn.

Priority 1: Delivery / Operations. The role closest to the client deliverable. If your clients are receiving inconsistent work, this is
where to start. Build the scorecard. Pilot it for 30 days. Refine.

Priority 2: Client Services / Account Management. The role responsible for the ongoing relationship. Quality here means
responsiveness, proactivity, and communication — the soft factors that determine whether a client stays or leaves.

Priority 3: Sales. Quality in sales means discovery depth, proposal accuracy, expectation-setting, and follow-up discipline. Bad

quality in sales creates clients who churn because they were sold something different from what was delivered.

Priority 4: Everything else. Work backward through the org chart. Marketing, operations, HR, finance — every role has quality
dimensions. But start with the roles closest to the client and work inward.

Timeline: Build one scorecard every 2–3 weeks. Four roles in the first quarter. By the end of Q2, you should have scorecards for
every client-facing role. By end of year, every role in the company.

Handling Pushback

Your best people will resist this the loudest. They think quality scoring is "for other people." They've been doing great work for years
without a scorecard, and they resent the implication that they need to be measured.

The reframe:

"This isn't about catching you doing bad work. This is about making the standard you're already meeting visible — so we can hire

more people who can meet it, train new hires to your level, and give the rest of the team a clear target to aim for. You're not the
problem this solves. You're the model it's built from."

If they still push back: Hold the line. Caving on this sends a message that's louder than any scorecard: quality measurement is
optional, the loudest voice wins, standards are negotiable. You can't build a quality culture on that foundation.

The paradox: Your best people, once they see the scorecard in action, become its strongest advocates. They've been frustrated for
years by inconsistent quality around them — they just didn't have a tool to make it visible. The scorecard gives them that tool.

The Connection to Retention (and the Growth Formula)

The through-line from quality to revenue is direct:

Quality → Client satisfaction → Retention → Revenue growth (via the Growth Formula)

• Quality scores by team/department (comparison creates healthy competition)

• Specific examples of quality excellence (recognition — Principle #1)

• Quality improvement initiatives and their results



Here's the data from a real implementation: After rolling out quality scorecards, one B2B services company saw team quality scores
improve from an average of 3.1 to 4.4 within 90 days. Same team, same offering, same pricing. Client retention improved from 81% to
93% over the following 12 months.

Running the Growth Formula math: if everything else stays constant and retention moves from 81% to 93%, that's a 15%
improvement in the retention variable. Applied to the multiplication formula, that single improvement produces approximately 15%
more revenue — from a system that costs nothing except 30 minutes per manager per week for scoring.

Common Mistakes and How to Avoid Them

Mistake #1: Defining quality in vague terms. "Do good work" is not a quality standard. Every standard must be specific enough to

score on a 1–5 scale. If two reasonable managers would score the same work differently, the standard isn't clear enough.

Mistake #2: Scoring everything instead of sampling. You don't need to review every piece of work. A random sample of 3–5 items
per person per week is sufficient to identify patterns. Reviewing everything creates an unsustainable workload and turns quality
management into a burden.

Mistake #3: Building scorecards without input from top performers. If you build the scorecard in a conference room with
managers who haven't done the role in three years, you'll measure the wrong things. Use the Clone Question with your best

performer. They know what matters.

Mistake #4: Measuring quality but not reporting it. A scorecard that exists but isn't shared is a filing exercise. Quality must be
reported publicly — alongside revenue — to signal that it matters at the organizational level.

Mistake #5: Using quality scores punitively instead of developmentally. If the first thing that happens when someone gets a 2.5
is a written warning, your team will fear the scorecard instead of using it. Quality scores trigger coaching conversations, not

terminations. Terminations come from sustained inability to improve after real coaching (see Principle #2).

Mistake #6: Not calibrating across managers. If different managers score the same work differently, the scorecard loses credibility.
Monthly calibration sessions (30 minutes, same work samples, compare scores) keep the standard consistent.

Quick-Start Checklist

☐ Pick one role — the delivery-adjacent one closest to the client✓

☐ Schedule 90 minutes with your top performer in that role✓

☐ Ask the Clone Question: "If I cloned you 20 times, what would you measure?"✓

☐ Walk out with 3–7 quality standards, each specific enough to score✓

☐ Assign weights to each standard (sum to 100%)✓

☐ Build the scorecard template (use the provided Excel template)✓

☐ Pilot for 30 days — score a random sample of 3–5 items per person per week✓

☐ Review quality scores in weekly 1:1s (Principle #2)✓

☐ Recognize top quality scores publicly (Principle #1)✓

☐ Report quality company-wide in your next all-hands✓

☐ Build the second scorecard (next priority role) in weeks 3–4✓

☐ Monthly: calibrate across managers✓



Implementation Tools

Ready-to-use templates for this Growth Factor

XLSX Quality Scorecard Template
Columns: Function, Dimension 1, Dim 2, Dim 3, Dim 4, Dim 5, +2 more

XLSX Weekly Quality Sampling Log
Columns: Row, Metric, This Week, Last Week, MTD, MTD Plan, +2 more

PDF Clone Question Workshop Guide
Facilitator guide for the 90-minute session

PDF Quality Reporting Template
Slide format for all-hands presentation

PDF Manager Calibration Exercise
Same-work scoring comparison guide

This is Principle #5 of 50. Quality is the upstream driver of retention. Retention is the cheat code of the Growth Formula. Fix quality
and the rest follows.

Get the book: The 50 Factor by Scott Scully

The Scoring Method: How to Do It Right

Most companies that attempt quality measurement fail at the mechanics. They either score everything (unsustainable) or score
nothing (useless). Here's the method that works:

Random weekly sampling. Each manager scores 3–5 randomly selected pieces of work per person per week. Not every piece — a
sample. Randomness matters because it prevents gaming: if people know which work will be reviewed, they'll only invest effort in
those pieces.

Same-day scoring. Score the work within 24 hours of completion. Delayed scoring introduces memory bias and loses the coaching
opportunity. The tighter the feedback loop, the faster the improvement.

The 1–5 scale defined:

The coaching threshold: 3.5 is the line. Scores consistently above 3.5 get recognition (Principle #1). Scores below 3.5 trigger the
accountability conversation (Principle #2). The threshold should be visible, documented, and applied consistently.

Monthly calibration: Once a month, all managers who score quality meet for 30 minutes. Each scores the same 3 pieces of work
independently. Compare scores. Discuss discrepancies. The goal is alignment — if Manager A consistently scores 0.5 points higher
than Manager B, the standard isn't shared. Calibration prevents this.

• 5 = Exceptional. Could be used as a training example. Zero errors. Above and beyond.

• 4 = Strong. Meets all standards. Minor improvements possible but not required.

• 3 = Acceptable. Meets minimum standards. Gets the job done. No client would complain, but no client would be impressed.

• 2 = Below standard. Gaps that would be noticed by a client or downstream team member. Requires rework.

• 1 = Unacceptable. Significant errors, missed requirements, or quality failure that would damage the client relationship.



The Direct Connection: Quality → Retention → Revenue

This is the through-line that makes quality the most important operational metric in your company:

Quality drives client satisfaction. When deliverables are consistently strong, clients trust your team, reduce oversight, and focus on

results instead of error-checking.

Client satisfaction drives retention. Satisfied clients renew. They stay longer. They forgive the occasional mistake because the
baseline is strong.

Retention drives the Growth Formula. Every percentage point of improved retention feeds directly into the RETAIN variable
(Principle #4). And because the variables multiply, a retention improvement driven by quality amplifies the effect of every other

improvement you make.

The real-world proof: After implementing quality scorecards, one B2B services company saw team quality scores improve from an
average of 3.1 to 4.4 within 90 days. Same team. Same offering. Same pricing. Client retention improved from 81% to 93% over the
following 12 months. Running the Growth Formula math: that single-variable improvement — retention from 81% to 93% — produced
approximately 15% more revenue without adding a single new client.

The cost: 30 minutes per manager per week for scoring. 30 minutes per month for calibration. Zero dollars. The ROI is functionally

infinite.

What to Do When Quality Drops

Quality scores are not just a celebration tool — they're an early warning system. When you see scores trending down, act
immediately:

Individual drop (one person's score declines over 2+ weeks): This triggers the accountability conversation from Principle #2.

Open with belief. Name the gap with data. Ask what's happening. Often, the answer is: workload increased, a process changed, or
they're struggling with something upstream. Fix the root cause, not the symptom.

Team-wide drop (the whole team's scores decline): This is a system problem, not a people problem. Something changed — a new
tool, a new process, a staffing gap, a shift in client expectations. Go in the business (Principle #3) and observe. Find the broken
process. Fix it systemically.

New hire ramp (a new person starts with low scores): Expected. The question is the trajectory. Are they improving week over
week? If scores are flat after 30 days, the training process may have gaps. If they're improving, give it time and coach actively.

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


