
FIRE 04 · THE REWORK LOOP

THE REWORK
LOOP
The team does the work. Then you review it, fix it, and catch what they
missed. Every time.

D E P E N D E N C Y  T Y P E  Q U A L I T Y  &  R I S K  D E P E N D E N C Y

H O W  I T  S O U N D S  “ T H E Y  D O  T H E  W O R K ,  B U T  I  H AV E  T O  R E V I E W  I T,  F I X  I T,  O R  C AT C H  W H AT  T H E Y  M I SS E D . ”

T I M E  T O  F I R S T  R E L I E F  O N E  W R I T T E N  S TA N DA R D  W I T H  R E A L  E X A M P L E S ,  T H I S  W E E K

F I R E  D A N G E R  —  H O W  F A S T  T H I S  O N E  C O M P O U N D S

S L O W  B U R N S T E A DY FA S T F I V E  A L A R M
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4.1  THE SCENE
It's 9:15 on a Thursday night and you're rewriting an email your marketing lead already

wrote.

It wasn't bad. That's the maddening part. It was maybe eighty percent there — the structure was

fine, the offer was right, but the tone was a notch off, the subject line was flat, and there was a line

in paragraph three that a past client could read the wrong way. You caught all three in ninety

seconds, because you've been catching things like this for a decade. So you fixed it yourself,

because explaining the fixes would take longer than making them, and it goes out tomorrow

morning.

You did the same thing Tuesday with a client deliverable. And last week with the proposal, the

podcast description, and the onboarding email that had the old pricing in it — that one you caught

on pure instinct, a little alarm that went off as you skimmed. Nobody else's alarm went off.

Nobody else has your alarm.

Open your project tool and look at the review column. Your name, all the way down. A whole team

of producers and one reviewer — a pipeline shaped like a funnel, and you're the neck. Every card in

that column is a person waiting.

So everything ships through you. Your review has become the last checkpoint before anything

touches a client or the public, and honestly, the checkpoint keeps earning its keep — you really do

catch things. Which is exactly why you can't stop. Every catch proves the review is necessary.

Meanwhile your team has learned that whatever they produce gets adjusted anyway, so “done”

quietly became “done enough for the founder pass.” Their eighty percent stays eighty percent, your

evenings absorb the difference, and the person whose time is worth the most in the company has

become its most junior editor.

YOU KNOW THIS FIRE IS BURNING WHEN

Nothing client-facing ships without passing through your hands, and everyone knows it.◆

You fix instead of returning — explaining feels slower than just correcting it yourself.◆

The same categories of error keep appearing no matter who did the work.◆

Your team turns in work they know is close-not-final, because your pass will finish it.◆

You catch a real, expensive mistake just often enough to justify reviewing everything.◆
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4.2  WHAT'S ACTUALLY BURNING
The costume this fire wears is a talent problem: the team's work “just isn't at the level.” And the fix

that matches the costume — hire better people — is expensive, slow, and doesn't work. You could

hire the most senior person in your industry tomorrow and their first month of work would still

come back adjusted, because they'd be aiming at a target only you can see.

2
E N D S  E V E R Y  S TA N D A R D  N E E D S :
G R E AT  A N D  U N A C C E P TA B L E

1
C H E C K P O I N T  M O V E D  O F F  Y O U R  D E S K

0
S I L E N T  S AV E S  —  S T O P  M A K I N G  T H E M

What's burning is Quality & Risk Dependency: quality in your company holds only when you

personally inspect it, because your standards were never written down. Your internal checklist —

built from ten years of clients, mistakes, taste, and near-misses — is the only quality system the

business has. It's a good system. It's also installed on exactly one machine, and that machine is

booked solid and would occasionally like to sleep.

Think about what your team is being asked to do. Hit a standard that exists nowhere but your

head. Match a tone you've never defined. Avoid mistakes from case history only you lived through.

When their work comes back edited, they study the edits and try to reverse-engineer the rules —

and some of your best people have gotten decent at it, which is why they miss less than the newer

folks. But reverse-engineering the founder is a slow, lossy way to transmit a standard, and it resets

to zero with every new hire.

And here's the part that keeps the loop spinning: the silent fix. When you correct work yourself

instead of returning it, the person who made it never finds out. They see the published version,

maybe notice it changed, mostly don't study the diff. From their side, they turned in work and it

shipped. From your side, you fixed four things at 9pm. And there's a slower rot underneath: people

stop growing under silent fixes. Your senior folks plateau — without the information in your edits,

they can't close the last twenty percent no matter how much they care — and your ambitious ones

eventually notice their work never ships untouched and start wondering why they bother polishing.

The gap between your standard and their output stays exactly where it was — you've been paying it

down nightly instead of closing it once.

Quality dips when you're away — and everyone quietly accepts that as normal.◆

You can't fully explain what you'd flag until you see it. You just know it when it's wrong.◆

Review work has colonized your evenings, and it's the part of your week you'd least miss.◆
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Price this fire honestly and it gets urgent. Everything client-facing ships at the speed of your review

slot, which for most founders means the speed of their evenings — so your company's throughput

is capped by your least defended hours. And hiring doesn't raise the cap. Add two more producers

and you've added two more feeds into the same one-person checkpoint: the team gets bigger, the

pile gets deeper, and the neck of the funnel stays exactly one founder wide.

F I R E  W A T C H

The trap is believing your standard can't be written down — that your eye is taste, instinct,

unteachable. Founders protect this belief because it flatters them, and some part of

catching what nobody else catches feels like proof you're still essential. But run the test:

look at your last twenty catches. Damn near all of them fall into a handful of repeating

categories — tone drift, outdated details, claim risk, formatting, a missing next step. That's a

checklist wearing a mystique. The 5% that's genuinely irreducible taste can keep living with

you. The other 95% is writable, and writable means transferable.

Your standard is real. It's just installed on one machine.
F O U N D E R  F I R E  C O D E S ™

4.3  THE RESPONSE PLAN
Put it out this week.

1

PICK THE
DELIVERABLE

2

NARRATE A REVIEW

3

STANDARD,  BOTH
ENDS

4

RETURN,  DON’T
REPAIR

5

MOVE THE
CHECKPOINT

6

FLAG TRUE RISKS

1  PICK THE DELIVERABLE YOU FIX MOST

One deliverable type — the one that eats the most of your review time. Client emails, proposals,

deliverable docs, launch copy, whatever tops the list. You're going to build one real standard for

one thing and feel it work, then repeat. A standard for everything, written this weekend, is the

documentation binge in a quality costume; skip it.
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2  EXTRACT YOUR CHECKLIST BY NARRATING A REVIEW

Take the next one of these that hits your desk, and review it out loud with a screen recording

running. Every pause, every wince, every edit — say what you saw and why it matters: “this subject

line is flat because there's no reason to open… this phrase is risky because a past client could read

it as a guarantee… I always check the price against the current offer doc because we shipped an

old price once and it cost us.” Twenty minutes of narration and your invisible checklist is on tape.

This is extraction, and it beats sitting down to “write your standards” the same way talking beats

homework everywhere else in this book.

3  TURN IT INTO A STANDARD WITH EXAMPLES OF BOTH ENDS

Have a team member draft the standard from your recording: five to nine checkable items, each

phrased so a reviewer can answer yes or no. Then attach the piece that makes it real — examples.

One real example of great, annotated with why it's great. One real (anonymized if needed) example

of unacceptable, annotated with why it failed. Standards without examples are just vibes; your

team will nod at “keep the tone warm and direct” and still produce six different tones. The pair of

examples is where the standard stops being adjectives and starts being a target.

Phrasing matters as much as the examples. The difference between a vibe and a checkable item:

V I B E S C H E C K A B L E

“Keep the tone

warm”

“Reads like a smart friend wrote it: contractions, no corporate phrasing — see

the great example, paragraph two”

“Make sure it's

accurate”

“Every price and date verified against the current offer doc, by name”

“End strong” “Last line gives the reader exactly one next step”
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4  RETURN WORK — STOP REPAIRING IT

From this week, when this deliverable misses the standard, it goes back with the standard item it

missed. Not fixed silently. Not rewritten with a kind note. Returned.

S A Y  T H I S  T O  Y O U R  T E A M

“I've been doing something that wasn't fair to you: fixing your work at night instead of showing

you what I was fixing. You never got the information, so the same things kept coming back to

me, and that's on me. Here's what changes. We now have a written standard for this

deliverable, with a real example of great and a real example of what we don't ship. From now

on, work that misses the standard comes back to you with the exact item it missed — that's the

standard talking. Work that meets it ships without me touching it. And a return carries no

grudge — it's how the standard moves from my head into the team, one specific line at a time.”

Expect the first two weeks to feel slower — returns take longer than repairs. You're trading a nightly

cost that never ends for a learning cost that does.

5  MOVE THE CHECKPOINT OFF YOUR DESK

Once the standard exists, the review no longer requires you — it requires someone holding the

checklist. Name a peer reviewer for this deliverable: work goes creator → peer reviewer → ships.

You drop to spot-checking a sample — say one in four at first — and reviewing anything the

checklist flags as high-risk. When your spot checks stop finding misses the checklist should've

caught, widen the interval. The standard is doing the reviewing now; people are just holding it.

6  FLAG THE TRUE RISKS SEPARATELY

Some of your catches were never quality — they were risk: the wrong price, an overclaim, a

promise we can't keep, a confidentiality slip. Pull those out of the general standard into a short,

hard risk list: if a piece contains any of these, it stops and escalates, no judgment required. Risk

items are the reason you were scared to stop reviewing. Naming them separately means the fear

gets a fence instead of running the whole pasture.

Your risk list will be short — most businesses land at four to six items — and it should read like the

scars it came from: the old price that shipped, the guarantee wording that caused the refund fight,

the client name that appeared in a case study before the release was signed. If an item on the list

has no story behind it, question whether it belongs; if a story from the last two years has no item,

that's the gap to close first.
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4.4  THE PREVENTION PLAN
Rewire it so it stops coming back.

T H E  R E W I R E  —  R E T I R I N G  T H E  R E D  P E N

Quality stops being a person and starts being a standard — with a separate lane for the risks that genuinely deserve you.

One standard is a patch. Prevention is a quality system: standards, checkpoints, and risk flags

covering everything that ships — none of it routed through your desk. Three structures.

STRUCTURE ONE:  A STANDARDS LIBRARY,  BUILT AT REVIEW SPEED

Repeat the extraction cycle — narrate a review, someone drafts, attach a great and an

unacceptable example — for each major deliverable type, one per week or two. The narration

method matters here: you never block time to “write standards,” you record reviews you were doing

anyway, so the library builds itself out of your normal workload. Store the standards where the

work happens — linked in the task template, not in a folder nobody opens mid-task. Keep the

examples current, too: when a piece ships that's better than your current “great” example, promote

it, and say why in the annotation. A standards library whose examples improve over time quietly

raises the bar for everyone without a single speech from you. And if you're building Whole-Picture

Handoffs™, each standard slots straight into the Standard layer: what good looks like and what

unacceptable looks like, with real examples of both. Same asset, two jobs.

STRUCTURE TWO: REVIEW CHECKPOINTS THAT DON'T  ROUTE THROUGH YOU

Map who reviews what, against which standard, and when you see it. The pattern that works:

creator self-checks against the standard, a named peer reviews with the checklist, and you see

samples and escalations only.

T O D A Y

Work YOUR RED PEN Ship

every save is invisible — and yours

A F T E R T H E R E W I R E

Work STANDARD Ship

True risk? Flag you

the checklist leaves your head; the catches stop being silent

F I R E  0 4  ·  T H E  R E W O R K  L O O P  ·  7



D E L I V E R A B L E S TA N D A R D  L I V E S R E V I E W E D  BY F O U N D E R  S E E S

Client-facing

emails

In the email task

template

Peer: marketing lead 1-in-4 sample, plus any

risk flag

Proposals In the proposal

template

Peer: ops lead Over $threshold only

Client

deliverables

In the delivery

checklist

Peer: second delivery team

member

New-client firsts, plus

escalations

Launch & sales

copy

In the campaign

brief

Peer: copy reviewer New claims and pricing,

always

Notice the founder column never says “everything.” It says samples, thresholds, and flags — your

eye deployed where it's actually irreplaceable.

STRUCTURE THREE:  RISK FLAGS THAT SURFACE PROBLEMS AUTOMATICALLY

Build the tripwires into the workflow so risk gets caught by the checklist, not by your gut on a skim:

price and offer details verified against the current offer doc, by name, as a checklist line; claim

language checked against a short list of what we never promise; a “contains pricing / a

guarantee / legal language?” question built into the task template that auto-escalates a yes. Every

alarm that used to live in your nervous system becomes a line someone else can trip over on

purpose.

KEEP THE TRUE TASTE TIER — ON PURPOSE

Some judgment genuinely shouldn't transfer yet: the first asset of a brand-new offer, a high-stakes

proposal in a market you're entering, anything where the standard doesn't exist because the work

has never been done before. Name that tier explicitly — a short written list of what still comes to

you and why — and review everything on it without guilt. A named taste tier does two jobs: it keeps

your eye where it's genuinely irreplaceable, and it makes releasing everything else feel safe instead

of reckless. The bar stays where you set it everywhere; the taste tier is just you choosing the few

places that still need your hands.
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KEEP THE STANDARDS ALIVE

When something bad ships anyway — and eventually it will — the postmortem question is never

“who missed it?” It's “which standard was missing a line?” Add the line, update the examples,

move on. A quality system that metabolizes its failures gets stronger every year. A founder-as-

inspector just gets tireder.

★  F I R E  M A R S H A L ’ S  N O T E

Never fix work silently after hours. Every silent save teaches your team that quality is your

job, not theirs — return it with the standard instead, even when fixing it yourself would be

faster tonight.

4.5  MAKE IT YOURS
Twenty minutes. One deliverable, one recording booked, real names.

F I L L  I N  ·  F I R S T  S T A N D A R D

The deliverable I fix most is . I'll narrate my next review of it on 

, and  drafts the standard from the recording.

F I L L  I N  ·  T H E  E X A M P L E S

My “great” example is  (from ). My

“unacceptable” example is  — annotated with why it failed, in plain

words.

F I L L  I N  ·  T H E  P E E R  C H E C K P O I N T

 becomes the reviewer for this deliverable, holding the checklist. I drop

to a 1-in-  spot-check sample starting .
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F I L L  I N  ·  M Y  R I S K  L I S T

These always stop and escalate, no judgment needed: 1.  2. 

 3.  4. 

F I L L  I N  ·  T H E  R E T U R N  R U L E

Starting , work that misses the standard goes back with the missed

item named. I do not repair silently — and I'm telling  to call me on it if I

slip.

4.6  PROOF IT'S OUT
Observable signs, not vibes:

WATCH FOR A RELIGHT

A client-facing deliverable shipped this week that you never saw — and it met the standard,

confirmed by spot-check after the fact.

Your review pile is measurably smaller: count what crossed your desk this week versus a

month ago.

A peer reviewer returned someone's work against the checklist — the standard got enforced

by somebody who isn't you.

The same-error repeat rate is dropping: the categories you used to fix nightly are showing up

less because the standard names them.

A risk flag tripped and escalated correctly — the tripwire caught what your gut used to catch.

Your evenings have review-shaped holes in them, and you've put something better in the

space.

You silently fix “just one thing” on a piece in passing. The silent fix is the loop's ignition —

return it, even when returning feels petty.

◆

A new deliverable type starts shipping with no standard because it grew faster than the library.

New deliverable, new extraction session — that's the rule.

◆
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A written standard reviews work all day, every day, and never needs to sleep.
F I R E  0 4  ·  C L O S E D

Spot checks start finding misses the checklist should have caught. Don't resume inspecting

everything; fix the checklist line that's failing and re-example it.

◆
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L U X E  B U S I N E S S  B A C K E N D ™  ·  F O U N D E R  F I R E  C O D E S ™

This playbook is part of the Founder Fire Codes™ product line and is licensed to the original purchaser for

use inside their own business. It is not to be copied, shared, resold, distributed, or rebuilt as your own, in

whole or in part.
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