
Quality Control
Producing Appraisal Reports and Services that Delight Clients 
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•Sums up a frustrating customer experience 
vividly

•Travel companies (airlines, hotels, etc.) are 
famous for negative client experiences – we’ve 
all had them. 

•Turning the client experience to our industry, 
how many users of appraisal services are there 
in the audience?
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Ever had this experience?

• Order report

• Appraiser asks for extension (usually last minute)

• Misses revised due date

• Report contains numerous errors (wrong reliance language, boiler plate 
legacy, calculation errors, formatting issues, etc.)

• Appraiser is slow to respond after contact

• Appraiser is not receptive to critique, becomes defensive

• Finally resubmits report with some of the prior errors still there along with 
some new errors
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• This happens with surprising regularity.

• Examples like this are the surest way to get de-
selected by clients for future assignments (not asked 
to bid, higher-quality appraisers referred, etc.).

• Our aim in this presentation is to take a look at some 
of the causes of such customer service gaps and 
provide a systematic approach to limiting their 
occurrence.
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The Quality Control 
Movement



Quality Definition

Consistently meeting or exceeding the customer’s 
expectations. 
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Perceptions of Quality

• Industry Criteria

• Airlines On-time; low cost; no flight cancellation

• Consumer Goods No defects; reasonable cost; satisfies 
intended use

• Insurance Prompt, hassle-free payout; low cost

• Automobiles Reliable; driving performance acceptable; 
appealing design

• Medical Care Proper care/treatment; minimal wait 
time; friendly, empathetic delivery
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Universal Concepts for Quality Control

• The importance of instilling a client-centric attitude

• Techniques for obtaining customer feedback

• Interpreting and prioritizing client needs

• Building customer needs into products and services

• Using process standardization to ensure product/service consistency 
and reliability

• Applying technology to improve reports

• Implementing processes to check and continuously improve product 
quality
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Delighting Clients



The Delight Principle

• Simply satisfying does not keep customers.
• 60% - 85% of customers who switched to competing firms were 

“satisfied” with products or service prior to the switch.
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Basic “Must-Have” Attributes

• Expected by customers

• Minimum standards required for a firm to remain in business

• Failure to include makes product unacceptable; excludes it from 
purchase consideration

• “Must have” deficiency: A car rental company whose fleet is 
composed of unreliable vehicles or those in poor condition 
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Linear Satisfier Attributes

• Features that, when included in greater quantity, result in a higher 
satisfaction.

• Example: A car rental company with a wide selection of models 
from which to choose
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Delighter Attributes

• Features unexpected by the client

• Exclusion does not result in dissatisfaction

• Existence can provide the ‘wow’ factor

• Example: A car rental company that also includes roadside 
assistance, free pickup and delivery, and other features 
that its competitors do not
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Costs of Poor Quality
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It’s Like an Iceberg!
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Quality Focus



The Need for Quality Focus

• Firms that adopt quality programs (such as Six Sigma)
• Earn 8% greater profits when significant gains in quality are 

realized

• Are three times more profitable than those with inferior quality 
levels

• Gain a 4% market share every year. 
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The Need for Quality Focus

• Regularly encountered “defects” in appraisals

• Errors of judgment, carelessness, and other factors that effect 
the value opinion

• Formatting and appearance problems

• Grammar and typographical errors

• Inclusion of stale or inappropriate boilerplate

• Unprofessional writing style and compromised “readability”
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Pillars of Quality

21



Deming’s Continuous Improvement Cycle
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DMAIC
• Define – Delineate opportunities for improvement, including an 

understanding of the existing process, and detailed knowledge of 
what is important to the customers.

• Measure – Gauge the appropriate quality attributes in the current 
process, including identifying the type and frequency of defects 
relative to customer-defined standards.

• Analyze – Scrutinize the data to identify why, when, and where the 
problems occur, as well as the root cause of the problem(s).  A key 
to this phase is to be vigilant in identifying wasted steps and where 
manual activities can be properly automated to reduce human error 
potential.

• Improve – Enhance process performance by applying solutions that 
address the root cause of the problem(s).  Think “outside of the 
box” to identify new methods of doing things better, cheaper, 
and/or faster.  The identification and use of best practices from 
within the company, the industry, or other disciplines is important 
in this phase.

• Control – Manage the outcome by standardizing the process and 
monitoring results; strive for continuous improvement. 23



The key is to improve the process
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Challenges Within the Appraisal Industry

• “Human element” can significantly increase end-product 
variation

• Breadth of opinions makes standardization a challenge

• Variations of opinions, expertise, and motivation of 
clients further clouds standardization

• Exceptional variation in the property type, size, and other 
variable

• Results in almost “one-of-a-kind” product for each 
assignment
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Innovations in Appraisal Process
• Digital Photographs – appraisers were early adopters; much 

more efficient; enhanced report appearance 

• Electronic Databases – Greatly facilitated the reuse and 
updating of comparable data and eliminated redundant 
manual entry

• Comparable Data Service – MLS originated the concept; 
commercial side still needs work 

• Electronic Economic/Demographic Data – Access to market 
and neighborhood information improved appraisal content 

• Graphics Software – Sketching and mapping software; aerial 
photos; improved efficiency, accuracy, and appearance

• On-Line Public Records – the Internet!
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Client Listening



Client Listening Systems
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Deriving Customer Needs

• Can be accomplished in several ways

• Client interviews

• Focus Groups

• Surveys

• Review of clients’ vendor rating systems/criteria

• Unsolicited client feedback (complaints, compliments)
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Client Rating Criteria
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Report Templates



The Need for Report Templates & Standards

• Design reports and the production process around client 
needs, while adhering to industry and regulatory 
standards.

• A standard report framework can improve consistency 
and improve client satisfaction.

• Firms need defined report standards – report templates 
and other instructional documents that identify requisite 
guiding principles, definitions, and explanations to 
ensure clarity for users.
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Designing Templates

• Define elements to include for each format
• Begins with industry, regulatory, & other requirements

• These elements should be included within appropriate 
major sections in the report.

• Resulting consistency is a significant aid to clients in 
reviewing reports.

• Adherence to proper grammar, style, and formatting 
are critical.

• Design can differentiate a firm from the competition.
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The QC Process



QC Process – Pillars of Quality
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QC Process – Pillars of Quality

• Report Standards
• Guideposts through which appraisals must be 

completed for any firm

• Must be written and clearly understood by production 
staff

• May consist of report templates and other documents

• Should be comprehensive enough to cover all problems

• Usually entails multiple templates to address various 
property types and appraisal issues that can arise 
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QC Process – Pillars of Quality

• QC Review Standards
• Provide a minimum scope for reviews

• Identify common problems and significant sections 
that require extra scrutiny

• Client defined items that are critical to quality (CTQs) 
are addressed in the review standards

38



QC Process – Pillars of Quality

• QC Review Standards – cont’d
• Common CTQs

• Any factors that significantly affect value

• Standards non-compliance

• Obvious formatting and appearance problems

• Grammatical errors

• Any writing that is not in line with company standards of 
readability and branding
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QC Process – Pillars of Quality

• QC Review Standards – cont’d
• Standards guide establishes minimum of due diligence required 

of QC reviewers

• Used in conjunction with, and as adjunct to, minimum report 
standards and other guidelines

• Should be flexible to allow for variations in

• Experience

• Sophistication, and

• Ability of the appraisers.

• Should also consider the complexity of the property and the 
appraisal problem
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QC Process – Pillars of Quality

• QC Audit Process
• Third pillar of effective QC process

• Quality can suffer if defined parameters are not 
followed.

• Inconsistency can occur from
• Inadequate commitment to quality

• Lack of understanding or misinterpretation of standards by 
appraisers and reviewers 

• Can be overcome by periodic audits
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Scope of QC Process

• Pareto Principle
• Also called the “80-20 rule”

• 80 percent of wealth in Italy and other European countries was 
concentrated in 20 percent of the population (early 1900s)

• Juran observed this could be universally applied to many 
population samples

• 80 percent of profits emanate from 20 percent of customers

• 20 percent of the defects in a product result in 80 percent of the 
product problems

• Focusing on the 20 percent maximizes improvement results
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Appraiser/Reviewer Responsibilities

• Proofreading Prior to QC Submission

• More difficult when reviewing one’s own work

• Critical for the writer to proofread an appraisal report 
prior to submission for QC review

• Also a final opportunity to polish the work prior to QC 
review

• Familiarity often results in a tendency to ‘gloss over’ 
certain sections when reading own text

• Increases the likelihood of missing problems
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Appraiser/Reviewer Responsibilities

• Best Practices When Reviewing One’s Own Writing
• Don’t begin the review immediately after completion. 

• Print out sections containing the most original writing.

• Eliminate distractions while proofreading.

• Read slowly.

• Use spell check.

• Use grammar check.
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Even the best process can still miss
• Three reviewers with 20 years experience each reviewed 

the same appraisal report.

• The three collectively identified six errors on one page, 
but none identified more than three items on their own

• One grammar error and two wording problems on the 
following page remained unnoticed by all three reviewers
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Corrective Actions

• Criteria for Requiring Resubmission
• Large number of problems and questions identified

• Significance of the issues identified and their effect on 
value

• Complexity of the property and appraisal problem

• Value change indicated

• Inadequate analysis to lead reader to conclusion(s) 
presented

• Overall sloppiness or lack of attention to detail
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Corrective Actions

• Monetary penalties for sloppy report production
• Provides financial incentive for appraisers to be diligent in 

completing reports before submission to QC review

• Can compensate reviewers for the additional time required 
to elevate poor quality reports to an acceptable standard. 
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Corrective Actions

• Handling Repeat Occurrences
• Professional counseling by senior staff and/or firm 

management personnel

• Additional training via AI classes or seminars

• Adjustment of fee split, with differential offered to QC 
reviewer to compensate for additional time

• Appraiser dismissal (following requisite written warning).
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Professional Writing and 
Style



Writing Style

• Writing is the basis for any appraisal practice.

• Producing a professionally written appraisal report is critical 
to building a best-in-class reputation.

• Conveying all of the hard work necessary to arrive at a value 
opinion in a sloppy, poorly formatted report is akin to buying 
an expensive gift and handing to the recipient in a grease-
stained paper bag.

• Presentation clearly effects readers’ overall impressions of the 
appraisal report.

• Proper grammar and style are learned once, then used for a 
lifetime.
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Roots of Substandard Text

• Appraisers’ lack of familiarity with, and attention to, 
writing fundamentals

• Limited opportunities to develop and improve writing 
skills

• Lack of focus on grammatical and style issues in the QC 
process

• Turnaround demands limiting time spent writing, then 
proofing, drafts for readability and professionalism
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Solutions for Substandard Text

• Active Voice vs. Passive Voice
• Active/passive refers to the relationship between subject and 

verb.

• In an active sentence, the subject performs the action and the 
object receives the action – subject, verb, object.

• In a passive sentence, the subject is acted upon and the object 
becomes the doer – object, verb, subject.

• Clients (readers in general) prefer active voice, although there 
are exceptions
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Solutions for Substandard Text

• Active Voice vs. Passive Voice – cont’d
• Examples

• The developer estimates infrastructure costs at $2,000,000. 
Active

• Infrastructure costs are estimated at $2,000,000. Passive

• We compared the subject to the comparable sales. Active

• The comparable sales were compared to the subject. Passive
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Solutions for Substandard Text

• Active Voice vs. Passive Voice – cont’d
• Examples of Proper Usage for Passive Voice

• Focusing attention on the action rather than who did the 
action – The property was outfitted with a backup generator 
after the storm

• Maintaining tact or confidentiality by not naming the entity 
involved – The complex had not been managed well.

• To focus attention on the process, as in scientific or technical 
writing – In the next step, the solution is distilled.
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Solutions for Substandard Text

• Readability
• Written communications that are presented in a 

manner that is clear, concise, and visually appealing 
have the quality known as “readability.”

• A writing style that is easily read improves 
comprehension, retention, and reading speed for the 
reader.
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Solutions for Substandard Text

• Readability – cont’d
• Reading ease within text is dependent upon the 

content, style, and design of the document.

• Readability is affected by factors such as:
• Word choice

• Sentence structure

• Line and paragraph spacing

• Font size and type
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Solutions for Substandard Text

• Readability – cont’d
• The use of illustrations, charts, and other graphics can 

also enhance the reader’s understanding and 
enjoyment.

• For any type writing, the style must be based upon the 
characteristic of the target audience.

• In business writing, the use of jargon and technical 
terminology can and should be used for clear and 
effective communication – should be tailored to the 
reader’s understanding of these terms, though.
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General Rules for Effective and Appealing Appraisal Reports
• Keep sentences and paragraphs short.

• Use simple, direct terms that are familiar to the intended user.

• Do not include needless words (e.g., use “To….” instead of “In 
order to….”

• Use appealing document layout and design, including 
indentations, numbering and other features that can help 
break up long chains of narrative.

• Include tables, charts, and other graphics whenever possible 
to enhance visual appeal.

• Structure ideas and sentences in a logical flow.

• Use bullets to highlight a list of items, rather than include 
them in the body of the text.
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More Style Tips

• Avoid worn out expressions

Worn Out Modern

pursuant to your request as you requested

at this time now

attached please find attached is

according to our records simply omit the phrase and continue

please do not hesitate please

the undersigned me or I

hereto, herewith, hereby, above-

mentioned, hereinafter

All are legal terms. Omit or state in 

layman’s language

under separate cover State how you are sending the material

proximate close
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More Style Tips

• Use words economically

Redundancy More Desirable Alternative

whether or not whether

exact same same

personal opinion opinion

each and every each OR every

consensus of opinion consensus OR opinion

period of time period OR time
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More Style Tips

• Methodology is the study of methods

• Methods are what we use. 

• Stating “we used the following methodology to derive an opinion of 
value for the subject” is wrong. 

• Stating “we used the following methods to derive an opinion of value 
for the subject” is correct. 

62



More Style Tips

• A mirror image is the opposite of what is.

• A reflection is a mirror image

• Stating “we placed most weight on the income approach because it 
reflects the actions of market participants” is wrong. 

• Stating “we placed most weight on the income approach because it 
represents the actions of market participants” is correct. 
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Employees and Quality



Employee Motivation and Client Satisfaction
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Beating Resistance To Change

Constant technological and competitive innovations force 
companies and individuals to change or face a challenge to 
their long-term survival.  When combined with the pace of 
social and political change that can quickly influence 
customers, the imperative for nimbly adapting is clear.

“If change is happening on the outside faster than on the 
inside, the end is in sight.” Jack Welch
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Beating Resistance to Change

• Humans tend to resist change.

• Root cause of some employees’ reluctance to change is a 
lack of confidence or trust in management.
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Beating Resistance to Change

• Actions management can follow to overcome employee 
mistrust are:

• Ensure proper management involvement and engagement in all changes.

• Instill a high sense of urgency about the need for change and continuous 
improvement, including the identification and highlighting of competitive 
pressures.

• Provide ample rationale for the change to ensure buy-in and increase 
comfort levels with the transformation.

• Lead by example and be consistent.

• Deal quickly and decisively with those who deliberately and regularly 
resist change
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Beating Resistance to Change

• Implementing quality management philosophies means challenging 
every individual in a company to identify new and improved ways of 
working to improve customer service.
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Changes on the Horizon?

• Artificial Intelligence

• Big Data

• Drone-based inspection

• ?????
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Source: Schafer, Scott M. (2011). Exceeding 
Expectations. Chicago, IL: The Appraisal Institute
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Thank you very much!

Enjoy the band tomorrow night!
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