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INTRODUCTION

At every level of every organization, projects begin, tasks are assigned, efforts are made, and
deadlines are met — or missed. Directions are given but employees don’t understand them.
Deliverables are promised but not delivered. Agreements are misunderstood or never made.
It’s not really anyone’s fault — it’s just part of how people fail to communicate in a specific and
clear manner about the tasks they assign or accept.

CRM Learning’s Accountability That Works provides a systematic way to overcome these
organizational tendencies. By focusing on a 3-stage cycle of Accountability — Responsibility,
Empowerment, and Accountability — tied together by clear agreements — your organization
can begin to make significant progress in moving tasks forward.The workshop builds both staff
and management ability to plan and complete tasks with significant benefits to both the
organization and its employees.

This workshop has several unique characteristics that may affect the way you present it:

• People want to do good work that meets clear expectations.They will relate to this topic
in a personal way, because it affects how they work and how their work is judged.

• Because this topic is central to how we do our work, participants will appreciate a chance
to air their concerns and thoughts about accountability, and be eager for techniques and
tools to help themselves meet the organization’s needs.

• The workshop exercises combine individual work with opportunities to share general
concerns and ideas with others.

• The workshop design can involve both management and staff.Your organization cannot
truly adopt any model of accountability without understanding both sides of the issue.

Keeping tasks moving forward requires focus, practice, and constant effort. CRM Learning’s
Accountability That Works provides valuable perspective and tools to help that process along.

HOW THIS WORKSHOP BUILDS COMMITMENT TO RESULTS

Accountability That Works is based on a fast-paced, engaging and impactful video that first
shows how a lack of accountability harms an organization. It then presents a model for
building accountability and demonstrates practical ways to implement the model in the
workplace.

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE
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The video and workshop content will:

• Help session attendees identify the task and process problems that commonly occur in the
workplace.

• Emphasize that tasks are not accomplished by the organization as a whole, but by
individuals who accept responsibility, empower themselves to complete a task, and are
willing to be held accountable for their results.

• Describe a set of practical skills to improve individual staff and manager’s ability to define
tasks and move them forward.

• Facilitate discussion around practical methods to improve accountability and results in
your organization.

WORKSHOP GOALS

The activities in this workshop help participants develop skills in accepting responsibility, self-
empowerment, and after-the-fact accountability.

The overall goals of the workshop are to:

1. Demonstrate the combined power of Responsibility, Empowerment, and
Accountability in achieving successful project results and professional growth.

2. Provide tools to participants, both staff and management, to develop new skills for
task management.

3. Help the organization implement procedures and habits that improve task focus and
accountability.

Specific workshop objectives can be found on page 18 of this Leader’s Guide, and are
summarized on Slide 3 in the Presentation Outline.

WHO SHOULD ATTEND?

CRM Learning’s Accountability That Works is designed for managers, supervisors and line
staff in your organization.The scenes in the video are drawn from a variety of workplace
situations:
• A factory floor 
• A health care facility
• A software development firm

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE
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The workshop activities are designed for use with groups of employees only, mixed groups of
managers and employees, or groups of managers only.

• Activities for staff-only or manager/staff mixed groups are included in this Leader’s Guide
and in the Participant’s Workbook.

• A separate set of Activities for Managers is included on page 50 of this Leader’s Guide.

Workshop material should be presented in a group setting where the responses of others can
be shared.We recommend limiting the group to no more than 12 – 14 participants to promote
active discussion of the workshop topics.

WHEN TO USE THIS PROGRAM

As with any training activity, a clear purpose for using the program will encourage
participation and follow-through. Use Accountability That Works:

• As one component of a management or staff development program.

• As part of a new product or service initiative.

• As part of your ongoing project management support.

WORKSHOP AGENDA

With either training design, the recommended workshop agenda runs about 3.5 hours. Leaders
are encouraged to add or remove activities from the overall plan to meet specific needs or
time constraints.

Training Designs

Two training designs are described below.

• The One Time Through design assumes that you will show the entire 23 minute video
straight through, nonstop.

• The Stop-n-Start design assumes that you will stop the video after each of the three
main segments to complete activities and discuss the concepts behind the Accountability
That Works model.

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE
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Manager’s Session

We have included an optional set of activities designed for your management group to
complete.These activities will be useful for managers who go through the main workshop
with their staff, or for managers who do not go through the workshop session but want to use
the model and support their employees who have completed the workshop.

Saving Time

Several of the activities in this Leader’s Guide are listed as optional. Include these if they meet
your unique organizational requirements and if you have sufficient time to add them.

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE



Workshop Segment Workbook Duration 
Page in minutes

I. WORKSHOP INTRODUCTION 1 8
A. Purpose, Objectives, Ground Rules, Logistics

B. Icebreaker (based on Activity #1) 2 8

C. Activity #1: Case Study:What’s Going On? 2 - 3 15
Questions and Discussion

D. Video Presentation                                                  4 23

E. Activity #2: Quick Assessment                                                   5                               1

Poll Assessment                                                                                                           7

F. Activity #3: Language of Accountability 6                     15
Review the Language of Accountability Tool
Exercise on Word Choices

G. Optional Discussion (related to accepting 10
responsibility)

II. RESPONSIBILITY 15
A. Activity #4: Aaron and Carl —                                 7

Questions & Discussions
Short Exercise: Claiming Unassigned Tasks

B. Making Clear Agreements 15
Discuss Components of Clear Agreements
Review Agreement Template                                        8

C. Activity #5: Writing Clear Agreements                     8-9                 10
Debrief and Discussion: Managing Agreements

Page 5

One Time Through Training Design — Outline
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Workshop Segment Workbook Duration 
Page in minutes

D. Optional Activity: Clarifying a Current 16                 10
Agreement

Suggested Break 10

III. EMPOWERMENT 15
A. Activity #6: Carmen and Nancy —                         10

Questions and Discussion
Discussion: Empowerment
Empowerment Steps on a Current Assignment             10
Discussion: Meeting Project Challenges                                            15

B. Activity #7 (Optional):Overcoming Obstacles         11                    15
Updating Agreements as an Empowerment Strategy 5

IV. ACCOUNTABILITY                                                                               
A. Activity #8: Charlene and Tony — Questions 12                    20

and Discussion

B. Holding Others Accountable 15
Guidelines for Managers and Peers 13

C. Activity #9: Holding Others Accountable     14                     15

Discussion: The Cycle of Accountability                                              10

D. Optional Activity: Looking Back                            15                   8

V. CLOSE WORKSHOP 10
Discuss Applications for Template 16
Round Robin based on Self-Rating                                       5

Total Estimated Time*                                       217

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE

*Does not include Break or Optional Presentation time



Page 7

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE

Workshop Segment Workbook Duration 
Page in minutes

I. WORKSHOP INTRODUCTION 1 8
A. Purpose, Objectives, Ground Rules, Logistics

B. Icebreaker (based on Activity #1) 2 8

C. Activity #1: Case Study: What’s Going On? 2 - 3 15
Questions and Discussion

II. RESPONSIBILITY
A. Video Presentation – Segment One 4 11

Activity #2: Self-Rating Pt 1: Responsibility Only             5                      1

Note: You will lead Activity #3 (Workbook page 6) later in the program, after the
entire video has been viewed.

B. Optional Discussion (related to accepting                                     10
responsibility)

C. Activity #4: Aaron and Carl —                                 7 15
Questions & Discussions
Short Exercise: Claiming Unassigned Tasks

D. Making Clear Agreements 15
Discuss Components of Clear Agreements                     8
Review Template Agreement                                         8

E. Activity #5: Writing Clear Agreements                      8-9                 10
Debrief and Discussion: Managing Agreements

F. Optional Activity: Clarifying a Current                   16                    10
Agreement

III. EMPOWERMENT
A. Video Presentation– Segment Two 4

Activity #2: Self-Rating Part Two: Empowerment           5  1

Stop-n-Start Training Design — Outline
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Workshop Segment Workbook Duration 
Page in minutes

B. Activity #6: Carmen and Nancy — Questions            10 15
and Discussion
Discussion: Empowerment
Empowerment Steps on a Current Assignment              10
Discussion: Meeting Project Challenges 15

C. Activity #7 (Optional): Overcoming Obstacles        11 15
Updating Agreements as an Empowerment Strategy 5

IV. ACCOUNTABILITY
A. Video Presentation – Segment Three 8
B. Activity #2: Self-Rating Part Three: Accountability                                  1

POLL participants on their Rating Results for all            5 3
three aspects of the Accountability cycle.

C. Activity #8: Charlene and Tony — Questions 12                   20
and Discussion

D. Activity #3: Language of Accountability                      6 15
Review the Language of Accountability Tool
Exercise on Word Choices

E. Holding Others Accountable 15
Guidelines for Managers and Peers 13

F. Activity #9: Holding Others Accountable     14                    15
Discussion: The Cycle of Accountability                                              10

G. Optional Activity: Looking Back 15                    8

V. CLOSE WORKSHOP 10
Discuss Applications for Template 16
Round Robin based on Self-Rating                                    5

Total Estimated Time*                                     215

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE
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PREPARING FOR A SUCCESSFUL PROGRAM

CRM’s Accountability That Works can be facilitated by a manager, trainer, or human
resources professional.The video, exercises, and discussions are structured to allow presenters
maximum flexibility while exploring the main points of the content.

Because this program deals with personal choices that affect business results, it requires careful
consideration of how your group may respond to the activities, the questions they may raise,
and ways to set the appropriate tone.

WORKSHOP RESOURCES

Review the Materials

CRM recommends that you preview the video to see how the workshop concepts are
demonstrated through a series of vignettes and presentations.

Next, thoroughly review the other materials in the workshop kit. Study this Leader’s Guide
and review the worksheets in the Participant’s Workbook.

Think about the contents of the program, keeping in mind who your audience will be and the
types of projects they typically work on. Make notes in the Leader’s Guide about situations in
your organization that you can use as examples.

The Workshop kit includes all the materials you'll need to run the program:

• The Accountability That Works Videotape or DVD provides the theory and examples
to illustrate the Workshop topics.

• This Leader’s Guide provides step-by-step instructions for introducing activities,
leading discussions, and making transitions between the video, group discussions, and
exercises.

• The Participant Workbook contains worksheets for the suggested exercises.
Additional workbooks can be ordered from CRM Learning.

• PowerPoint slides, included on a CD, can be used to highlight key discussion points
and activity instructions.

• Reminder Cards are distributed to participants at the workshop’s conclusion for
their use following the session.

Know Your Participants

Before the workshop begins, learn as much as you can about the participants, their positions in
the organization, and their work environments. The workshop’s icebreaker activity provides
an opportunity to learn more about the participants and their work environment.

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE
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Get Ready

The Presentation Script (page 19) is designed to take you through the workshop step-by-step,
with the information you’ll need to present a dynamic, well-organized program.Your role is
to guide the workshop participants through the activities.You are instrumental in helping them
develop skills and habits of accountability.

We suggest that you review each activity, plan the questions you will ask and the statements
you will make, and practice your presentation before the session.

USING THE PRESENTATION SCRIPT

Each time you present the Accountability That Works workshop, you will become more
comfortable with the content and format of the training.We recommend that you follow the
Presentation Script closely your first time through.Then, as you become familiar with the flow
of activities, you can make changes in your presentation to fit your group and available time.

The activity icons on the left side of each page in the Presentation Outline will help you run
the workshop.

Where this icon appears, you will either:

SAY
Deliver the suggested information in a casual style. Modify the statements as needed to fit
your organization’s requirements and workshop focus.

ASK/DISCUSS

Ask the participants the indicated question(s), or pose questions similar to those listed.
Discuss the material with the group and encourage them to share their opinions.

SLIDES

Slide icons indicate when a PowerPoint slide should be used. The Participant Workbook
includes copies of most of the information on the slides.

FLIP CHART

Write the information on a flip chart or white board. If you are using a white board rather
than a flip chart, ask someone in the group to note down comments from the white board
before they are erased.

VIDEO

Show the video.
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NOTE

These icons indicate suggestions to help you conduct an activity.These statements are not
repeated to the participants.

WORKBOOK

Refer the participants to their Workbook to complete an exercise.

CREATE AN EFFECTIVE LEARNING ENVIRONMENT

Group Size

A group size of 12 – 14 participants is preferred because the topic of Accountability is likely to
generate in-depth discussion.This relatively small group size also allows you to manage the
program logistics.

Invitation Memo

Send an invitation memo to all participants about the topic and the purpose of the
workshop — along with time and place information — several weeks ahead of the workshop.

Training Room

Use a training room that is quiet, comfortable, and far enough away from the participants’
offices to prevent distractions.The training room should be close to restrooms. Drinking
water should be available in the room. Other refreshments (e.g. coffee, soft drinks, juice) are,
of course, desirable.

Ask participants to leave their cell phones and pagers off. Explain that they will have time
during breaks to check for messages.

If the workshop is to extend over a lunch break, plan in advance for food to be brought in, or
allow enough time for participants to leave the session for lunch.

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE
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Desks and Furniture

Participants will need a surface they can write on when working on the exercises. Be sure that
each participant has plenty of room to sit and work comfortably.

Tables or individual desks should be arranged so that everyone can clearly see the videotape
and the front of the room. A U-shape arrangement is ideal; a chevron arrangement also works
well. Avoid a standard classroom-style seating arrangement if possible.

U-Shaped Seating    Chevron Seating

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE
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WORKSHOP CHECKLIST

Use the following checklist to make sure all pre-class setup has been completed prior to training.

1. Set Up A/V Equipment
__ Clean the white board and make sure pens are on hand. If you prefer, substitute a flip

chart for the white board.
__ Check to be sure the video equipment is working properly and the video is inserted at

its start position.
__ If you will be using the PowerPoint presentation, have it loaded on your PC with the

appropriate projector set up. Check the position and focus of the projector.
__ Avoid tripping hazards by taping all electrical cords to the floor or moving them out

of the way.
__ Check the operation of the room’s air conditioning, heating, and lighting.

2. Training Materials
__ Participant Workbooks
__ Extra copies of Workbook page 16 (The Agreement Template)
__ Pens/pencils, note pads
__ Reminder cards
__ Accountability Buttons

3. Classroom Requirements
__ Table tents for names of participants
__ Drinking water and water glasses
__ Tables and chairs arranged for clear viewing of the screen and the facilitator

4. Behind the Scenes
__ Refreshments should be ordered and scheduled.

5. Pre-Class Communication with Participants 
__ Several days in advance of the workshop, send a Reminder memo confirming location,

time, and workshop purpose. Sending a reminder to the participants’ supervisors is
also advised.

__ Meet with any guest presenters several days before the workshop. Review workshop
objectives, time allowances, and how their information will tie into the workshop content.

__ Let participants know in advance that use of cell phones and pagers will not be allowed
during the workshop, except during breaks.

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE
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SYNOPSIS OF THE VIDEO

Accountability That Works opens with a look at how people in many organizations define
“accountability,” a word typically seen in a negative light. Is it blame? Is it taking credit when
things go well? Is it complex piles of procedures, paperwork, cost control and red tape?

But Accountability is not a way to control people — instead, it is a way for them to take
charge of their own actions and efforts to be more effective, and to promote better
relationships throughout the organization.

The video then introduces the three basic concepts that make up the Accountability That
Works model.

Responsibility involves something that needs to be done and someone who will do it.We
see Aaron and Carl on the factory floor, involved in a work team meeting. Carl assigns a task
to Aaron, providing little in the way of task definition or support.We learn that a Clear
Agreement could have helped this situation, and what the components of clear agreements
are.With a new definition of responsibility — a before the fact mindset of ownership — we
see how Aaron and Carl can build a clear agreement around the same project — with a clearly
defined task, expected results, a responsible team member and a deadline. Aaron takes
ownership of the task, with greater confidence in his ability to complete it.

The “We Syndrome” typically occurs at meetings, when the group proposes tasks and
actions — “we should do this,” “we ought to try that.” This type of open discussion works well
for brainstorming, but every “We” needs an owner if the tasks are ever to get done.We learn
that a “We” unowned is a “We” undone.When individuals take ownership, tasks move forward.
We watch as a committee discussing new product ideas changes each “We” into an owned task.

After someone takes responsibility, they need to empower themselves to move the task
forward.We see two nurses discussing a task that one of the nurses agreed to complete but has
basically abandoned.We see the distinction between empowerment — which comes from
ourselves — and authority, which is granted by others.

Empowerment is taking personal action to ensure agreed-upon results.This includes
deciding what steps to take, asking for assistance, overcoming barriers, and staying on track.
We see how this approach helps the nurse who had met obstacles in her project take a new
approach that moves her task forward.

Accountability — a personal willingness, after the fact, to answer for the results of our
actions - is the third stage of the Accountability That Works cycle. If we own a task and
empower ourselves to move it forward, we are also expected to answer for the results.We see
how this looks as a manager and subordinate manager are discussing problems with a new
software release. Quality Control missed some bugs, and product has been recalled.The
manager who was responsible for the release attempts to shift accountability to the QC

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE
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department, although it was his responsibility to monitor what QC was doing.We learn about
the “shoulds” that reflect attempts to avoid accountability by assigning blame and shifting
accountability to others.

If tasks don’t go well, the most effective action is to review the original agreement, determine
what went wrong and how to resolve the problem, and decide what to do differently next
time around.

The Accountability That Works cycle goes full circle, too.We take ownership, empower
ourselves, are accountable for the results, and then apply what we learned to our next task.
Every day, each of us has the choice to be controlled by others and by circumstances, or to
take control of our work lives by accepting responsibility for tasks and accountability for our
results.The video closes with a restatement of the key learning points.

LEADING THE WORKSHOP

The major components of Accountability That Works are the videotape/DVD, exercises, and
discussions.Your role is to facilitate these activities, encourage participation, and manage the
schedule.

TIME MANAGEMENT

Part of your preparation should involve a review of the suggested timing for the workshop (see
Training Design Outlines, pages 5 – 8). Approximate timing for each activity is also listed in
the Presentation Script that begins on page 19 of this Leader’s Guide.

Use these estimates as guideposts as you deliver the training. They will keep you on track and
let you know if you are falling behind, or whether you have more time available for discussion
and other supporting activities.

When you announce that a specific exercise is to take about “X” minutes, keep one eye on the
clock, and the other eye on the participants’ progress.They may require more or less time
than you have allotted.

ASKING QUESTIONS

The Presentation Script suggests questions and discussion points. Select those that seem
most appropriate for your group and their likely concerns. As part of your preparation,
consider that discussion is likely to be very active, and participant responses will raise issues
you’ll want to pursue.

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE
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Ask open-ended questions whenever possible. Open-ended questions encourage discussion
because they cannot be answered with simple “yes” or “no” responses. Examples of open-ended
questions are:

• How can you make sure that agreements are clear with your department staff?

• Tell me about a recent project and how the results could have been different.

Avoid asking closed-ended questions that can be answered by “yes” or “no,” as these types of
questions limit thinking and discourage discussion. Examples of closed-ended questions are:

• Were you able to relate this information to your own job?

• Are you comfortable using this technique?

Don’t be concerned if you cannot provide firm answers to all of the discussion questions in the
workshop outline — many of them are quite subjective and you should rely on the group for
the answers that work for your organization.Take careful notes about issues that may need to
be raised in future discussions or meetings.

RELATING THE MATERIAL TO THE PARTICIPANTS

The discussions and activities in this workshop are designed to help the participants clarify
their own commitment to results and to a model of accountability.

Facilitating the exercises in the Workshop requires a respect for the unique nature of each
department in the organization, and the fact that there are many ways to successfully complete
a task. Sharing of past experiences and current issues should be encouraged.

Facilitating this program requires acknowledging that Accountability is a complex subject that
attempts to change the way both management and staff complete their most fundamental and
important activities. Reinforce the idea that there are no “right” or “wrong” responses to some
of the issues raised in the workshop, even though there are usually “better” responses to the
situations posed.

RUNNING THE EXERCISES

The exercises in this workshop are designed to help the participants build their skills during
and after the training. Urge them to be both honest and realistic as they complete them.

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE
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WORKSHOP FOLLOW-THROUGH

We’ve all been to training sessions where the energy is high, the progress is tangible, and
everyone leaves with new skills and resolve for making changes. And we’ve all seen how the
grind of daily activity can quickly take the edge off new awareness and skills.

The daily pressures and influences identified in your workshop will not go away the day after
the workshop. Planned follow-through is the best way to prevent poor habits from returning.

By maintaining a focus on Accountability — encouraging the writing of agreements,
reference to those agreements as projects change, and a commitment to accountability for our
results — you can keep some of the workshop energy flowing.

The Reminder Card and Agreement Template (Workbook page 16) are useful tools to
help keep the focus on these new skills.

What you as the facilitator can do to support workshop follow-through:
• Prior to the workshop, discuss the training objectives and workshop results with

supervisors and other management.

• Plan a Manager’s session to focus on the management issues related to building
accountability within your organization. See page 50 in this Leader’s Guide.

• Make arrangements to replay the video as necessary to demonstrate the model to
individuals who do not attend the training.

• Following the workshop, encourage managers to focus on use of the Agreement Template
and workshop skills at regular staff meetings. Encourage them to use the language of
Accountability at every opportunity.

Use the Booster Shots! 

Your CD-ROM has a Booster Shots folder with 4 brief PowerPoint presentations:
Responsibility, Empowerment, Accountability, and Clear Agreements. Each Booster Shot
includes 4 – 5 slides with key points from Accountability That Works!

We suggest that you send one Booster Shot to all of the participants — and their managers —
each week after running the program (one per week). Regular Booster Shots will help
everyone focus on and practice being accountable and making clear agreements.

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE
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What workshop participants can do to follow through:

• Use their reminder cards.

• Use the Agreement Template.

• Keep things moving forward!

TIME TO BEGIN!

Now you’re ready to begin your presentation of Accountability That Works. Complete your
review of the materials, and enjoy the session. We’re sure you’ll gain some valuable insights
about your own approach to Responsibility, Empowerment, and Accountability as you prepare
for, and conduct the workshop.

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE
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PRESENTATION SCRIPT

See Training Design Outlines on page 5 – 8 for presentation options.

WORKSHOP INTRODUCTION (8 MINUTES)

SHOW SLIDE #1:Workshop Title

INTRODUCE yourself and make a brief comment about your own interest in
Accountability, as well as its importance to managers and employees throughout
the organization.

SHOW SLIDE #2:Workshop Purpose

STATE the workshop’s purpose to the group:

Workshop Objectives

SHOW SLIDE #3:Workshop Objectives

Review the workshop’s objectives.These are listed on WORKBOOK PAGE 1.

1. Define Responsibility, Empowerment and Accountability, and describe the
role they play in achieving project or task success.

2. Describe how clear agreements build the framework for maintaining focus and
overcoming obstacles.

3. Discuss guidelines for managing agreements, including renegotiating or
updating them when necessary.

4. Discuss how to hold ourselves — and others — accountable for our results, no
matter how things turn out.

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE
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and Accountability in achieving successful project results and increased
professional growth.
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Ground Rules

Explain the ground rules for the workshop.

• Clearly explain the confidential nature of some of the discussions. Reassure
participants that they will not be required to share any opinions or 
experiences they are not comfortable sharing.

• (If applicable) address the fact that both managers and employees are involved
in the session. Both have a role in making the process of accountability
successful in our organization.

Logistics

Review logistics information for the workshop:

• Location of restrooms

• Approximate time for breaks

• Cell phones need to be turned off

• Refreshments (if applicable)

• Check  to see if anyone will need to leave the session early, and if so, when.

Workshop Focus

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE

Today’s workshop focuses on accountability at the individual level.
Individual accountability requires that we make choices: choosing to
be responsible, empowered and accountable, whatever the results.

Despite how we may have used them in the past, the terms
responsibility and accountability really aren’t the same or
interchangeable.As you’ll see in the video, responsibility is about
how we approach a project and accept ownership of it at the start.
Accountability is the approach we take at the conclusion of a
project, after the results are in.

The workshop’s activities will help each of us become better at
recognizing how responsibility, empowerment and accountability
work together over the timeline of an assignment or project to build
effective results.
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PARTICIPANT INTRODUCTIONS: ICEBREAKER (8 MINUTES)

Case Study One, What’s Going On? has several applications:

• First, use the case study to set up the Participant Introductions and
Icebreaker.

• Second, it will be used later in the workshop to explain some additional
issues.

INSTRUCT participants to read the Case Study found on WORKBOOK PAGE 2,
What’s Going On?

ALLOW about a minute for this.

Then, ask participants to share their names, departments and a short (30 second)
response to the following question:

To maintain the workshop schedule:

• Be clear that you are looking for short, succinct responses. Avoid extended
discussions of the responses to this exercise. If a comment is particularly
insightful or unusual, make a note on the whiteboard to return to it later for
further discussion.

• Remind participants that for this exercise and all of the exercises and
activities to follow, there are no correct or incorrect responses. In fact, many
of the responses will be subjective and opinion-based.

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE
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As Stanton’s assistant hurriedly leaves the room to make four extra
copies of your notes, what are your first comments to the managers
seated at the conference table?
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ACTIVITY 1: WHAT HAPPENED? (15 MINUTES)

NOTE:

The What’s Going On? case study is designed to start discussion about the
concepts of responsibility, empowerment and accountability, without relying too
heavily on those terms or working with more precise definitions that will be
provided later in the workshop.

The case study demonstrates judgment errors on both the manager’s and the
senior planner’s part, including giving assignments “on-the-fly,” and making
assumptions about how a work product will be presented or used.

The discussion will give you a chance to gauge the participants’ understanding
and feelings about accountability prior to beginning the main portion of the
workshop.

SAY:

Allow 6 – 7 minutes for this activity.

For each of the questions on WORKBOOK PAGE 3, ask one of the participants
to share their responses.

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE

�

Refer back to the case study on WORKBOOK PAGE 2 and
complete—on your own—the questions on WORKBOOK PAGE 3.

Answer the questions as if you are the senior planner who has been
asked to prepare a few notes.
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After the introductions and responses, thank the participants for sharing and
SAY:

Connect the ideas to this workshop.

SAY:

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE

Workplace life is unpredictable.The demands and the opportunities
are not always clearly defined.

This case demonstrates the “cost”of poor communication about a project.

The case raises questions about responsibility, empowerment, and
accountability.What actions were expected? What part of the result
could the senior planner have influenced? Who was accountable for
the awkwardness and poor impression created at the Monday
morning meeting?

Today’s workshop focuses on our thinking or mindsets at the
individual level.We’re looking at how we think about:

• Responsibility - how we accept assignments and challenges

• Empowerment - how we approach taking action to complete the
task and solving problems, and

• Accountability - how we accept the results of our actions.

We make these personal choices at every stage of every project.

The ideas we’re discussing today apply to a full range of projects —
from small assignments through major programs.



Page 24

VIDEO PRESENTATION (23 MINUTES)

Introduce the Video

SAY:

Play the video

After the Video is shown, SAY:

ACTIVITY 2: QUICK ASSESSMENT (8 MINUTES)

SAY:

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE

Next, we’ll view a video presentation that defines these concepts
and their relationship, and explores a new approach to
accountability.This is a model where responsibility, empowerment
and accountability work together over the timeline of an assignment
or project.

The situations shown in the video are hypothetical, but we’ve probably
all seen or been involved in similar ones.

Take notes on the video on WORKBOOK PAGE 4.This page also
includes definitions of three key terms: Responsibility, Empowerment,
and Accountability.

Before moving on to a discussion of the video, let’s complete a quick
activity.Turn to WORKBOOK PAGE 5.

Using the rating scales on WORKBOOK PAGE 5,evaluate your current
strength and/or confidence on each stage of the Accountability cycle.

A self-rating of “6 or 7” means that you feel strong and confident in this
stage.A self-rating of “1 or 2” means that you see considerable room for
improvement.
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SUGGEST that participants not use any score more than once.

ALLOW just one minute for participants to make their selections.

Poll the responses

Quickly poll the responses. Do not ask for specific scores. Instead, ASK:

Continue the polling with Empowerment and Accountability.

NOTE:

Polling the results provides a quick check: where do participants feel strongest,
and where do they feel they need skill building? Based on the results, you can tune
examples and discussions later in the workshop.

FLIP CHART POLL

Use a simple three-column chart on a white board or flip chart to display the
results.

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE

How many of you feel you are strongest in the “Responsibility” area?

How many of you chose the “Responsibility” area as most in need of
improvement?

�

Stage High Low

Responsibility

Empowerment

Accountability
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SHOW SLIDE #4:The Cycle of Accountability

DISCUSS:

ACTIVITY 3: THE LANGUAGE OF ACCOUNTABILITY (15 MINUTES)

SAY:

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE

As depicted in the video, most projects move along a timeline that
progresses from Ownership (responsibility), through
Implementation (empowerment), to Results (accountability).

We tend to associate accountability with actions gone wrong; with
negative results. Lately, we’ve heard the word used everywhere, from
business news to political campaigns. Does workplace accountability
always mean something negative? Fortunately, that’s not the case.
When a project or assignment has been successful, the owner is
accountable for the success too, and deserves appropriate credit.

Note, too, that after Accountability, the model circles around again to
Responsibility.When results are good, do it the same way or better the
next time you take responsibility.When results are something less than
successful, we need to figure out how to repair the situation and avoid
the same problem next time around.

Did you notice that the video highlighted specific words, and showed
how to use them to build a feeling of accountability?

• In a sense, there is a “language of accountability.” Our word choices
reflect what we are thinking, planning and committing to.

Often, it’s easy to guess someone’s attitude based on the words they use,
and the tone of voice they use to express them.

In fact, it can work in reverse too: Using certain words can sometimes
influence our thinking and form our approach to problems ahead of time.
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DISCUSS:

POSSIBLE RESPONSE: Usually when people own something, they treat it and
respond to it differently than a non-owner would.They pay more attention to it,
take better care of it, carry responsibility for it, etc.The same thing happens with
ideas, tasks and assignments.

POSSIBLE RESPONSE: If you take full responsibility, your feeling of ownership
should be the same, whether you volunteered to do something or it was assigned
to you.

SAY:

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE

For instance, why do the words,“I own it” carry so much weight,
psychologically? For you, does saying “I own it” feel different than
saying the words,“OK, I’ll do that?”

Is there a different feeling of ownership when you volunteer for a
project, versus when someone else generates the task and assigns 
you to it?

To illustrate the role words can play, let’s look at a few examples.
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Introduce the Language of Accountability

REFER to WORKBOOK PAGE 6, The Language of Accountability. Point out that
the phrases listed on WORKBOOK PAGE 6 are typically heard at different
project stages.

Allow participants a few minutes to review this page.

SAY:

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE

The first column lists words and attitudes that miss the mark, or in
some manner demonstrate the attitude of a “victim” rather than the
mindset of someone taking ownership and being accountable.

Words in the third column represent more of an “accountable”
mindset.

The middle column notes the stage in a project where you might hear
the words used.

Someone with a victim mindset (Column 1) might think and talk as if
the job is someone else’s responsibility; that they are not capable; or
that something else is keeping them from making progress; or that it’s
someone else’s fault that things have turned out badly.

Using the right words helps propel us through the accountability
cycle. Our word choices help us frame effective and workable
agreements, maintain and build a sense of empowerment, and
demonstrate our accountability.
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Introduce Partner Practice Activity

ASK participants to work with a partner, and give the following instructions.
There is no workbook page for this activity (other than page 6).

SAY:

DISCUSS (10 minutes ) — OPTIONAL

Discuss the following additional points as time permits:

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE

Work with a partner for this activity.This is a chance to practice
using accountable language.

I’d like each of you to think about a recent or current project - perhaps
one that is not going well or one that was less than completely
successful. Have a conversation about the project with a partner.

• First, use the words and tone of voice that are reflected in Column 1
of the Language of Accountability chart on WORKBOOK PAGE 6 to
discuss the project.Then, reframe your statements in a more
accountable way, as listed in Column 3, while your partner listens.

• Then, you take a turn listening while your partner practices using
both types of phrasing.

If one of you is a manager, use the manager’s language listed in the
chart for each stage.

Finally, share with your partner the differences you noticed between the
two versions when you spoke the words out loud:

• What happens to your mindset with each version?

• Did you feel stronger or think differently using the second, more
accountable phrasing?

Is owning a task that can be accomplished individually the same as
taking ownership of a task that involves others? What would be
different about the two situations?
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POSSIBLE RESPONSE:Tasks involving other employees or other departments
are almost always more complicated, because authority and other organizational
relationships become issues.

POSSIBLE RESPONSE: Modeling accountability for the assignment — taking the
time to discuss it and help strategize if required. Being clear about the desired
results. Not using “shoulds.”

RESPONSIBILITY (15 MINUTES)

In this section of the workshop, the group focuses on the concept of
Responsibility, the first step in the Accountability cycle. Begin by responding to
questions related to the first video vignette (Aaron and Carl on the factory
floor).Then, discuss the main points to remember when accepting responsibility.

Activity 4: Taking Responsibility

Direct participants to WORKBOOK PAGE 7 to answer questions about the
interaction between employee Aaron and supervisor Carl. Allow no more than 2
minutes for this.

REMIND participants that for this and following exercises, the answers are
somewhat subjective. Arguments can be made for both the Agree and Disagree
responses — although one is probably more correct than the other, based on the
video content.

Review the Activity

Discuss the questions on WORKBOOK PAGE 7.

ASK for a show of hands on the responses. If the group is equally divided on one
or more of the questions, discuss that question briefly.

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE

What actions or attitudes on a manager’s part help shape an
employee’s mindset around a task or project?
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Continue Discussing Responsibility

PROVIDE more information about Responsibility by showing the next slide and
discussing the listed points.

SLIDE #5: Responsibility

DISCUSS:

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE

• Responsibility is a before-the-fact (at the start of the project)
mindset of ownership of a task. It means taking ownership of projects
up-front, even if you don’t know whether or not you’ll be successful.

° Saying “I own it” about a task or assignment is a powerful
spoken or mental device.

• The Responsibility stage is where you make a clear agreement and
write it down.

• Identify the benefits of completing the task, and keep them in
mind during the task. Motivation plays a part in successful project
completion!

° When taking ownership, consider the benefits to you—new
skills, recognition, etc.

° If you are the manager of a group and are assigning a task,
think through why the assignment might be a good fit for the
person you are assigning it to.

• Avoid the “We Syndrome.”“We” statements are acceptable when
you are brainstorming a new project. But moving forward on
plans or ideas requires that “we’s” be translated into “I’s.”

How do you know when the time is right in a meeting to shift from
general discussion and brainstorming to “action planning?”

If you were leading or facilitating a meeting, what would you do or say
to make this shift and avoid the “We Syndrome?”
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REFER to the lower portion of WORKBOOK PAGE 7: What About You?

MAKING CLEAR AGREEMENTS (15 MINUTES)

In this section of the workshop, the group will learn about the structure of clear
agreements, and practice writing them.

SAY:

CONTINUE the discussion by reviewing the elements of a clear agreement.

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE

In your own work group or department, what current tasks are
unclaimed? Are there any that you might take ownership of?

Managers:What tasks have been unassigned that need to be owned
by someone?

List these on WORKBOOK PAGE 7.

Agreements are at the center of the cycle of accountability because
they are the reference point for all three stages.

At any point in a project, the employee and the manager can refer
back to the agreement as a compass for the assignment.

Clear agreements also point out or uncover opportunities.As you
discuss the agreement in detail, new ideas and ways to accomplish the
tasks are likely to surface.
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SLIDE #6: Agreements

REVIEW the agreement template on WORKBOOK PAGE 8. Point out the
major sections.

IMPORTANT! POINT OUT the notes and questions below each heading that
help construct the agreement and bring it to a useful level of detail.

Activity 5: Writing Clear Agreements

REFER participants to the top portion of WORKBOOK PAGE 8. Direct them to
read Case Study Two, Calling All Team Leaders.

INSTRUCT participants to use the agreement form on WORKBOOK PAGE 8
to write a clear agreement between Sam and Kimberly. SUGGEST that
participants work with a partner on this activity.

NOTE:

Participants should work together to write an agreement that supports both Sam
and Kimberly’s points of view.

Participants should make up any facts they don’t find in the written case.

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE

Agreements have four components:

• The Task

• The Owner

• The Results

• By When?

�
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REMIND participants that for this exercise, brief phrases and bullets are fine. In
a real agreement, the points would need to be spelled out in greater detail.

Debrief the Activity (10 minutes)

ASK for volunteers to read the agreements they drafted.

ASK:

SLIDES #7 – 8: Managing Agreements

PROVIDE information about Managing Agreements by reviewing the points
listed on Slides #7 – 8.

SAY:

REFER participants to WORKBOOK PAGE 9.

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE

Were any parts of the agreement hard to write?

Did any creative ideas emerge while you were developing the
agreement?

The points listed below are especially important to address in an
agreement any time a project involves a series of interrelated
assignments,or requires more than one person to successfully complete it.

For managers, these are things you should do to help things turn out
well!
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OPTIONAL ACTIVITY: CLARIFYING A CURRENT AGREEMENT (10 MINUTES)

As time permits, use this exercise for additional practice in preparing clear
agreements.

ASK participants to consider a current project.

Using a copy of the agreement template (WORKBOOK PAGE 16), INSTRUCT
participants to make brief notes related to a project or assignment they are
currently engaged in or are about to begin.

NOTE:This form can also be copied and used by the participants for future
projects.

• If the project is about to begin, participants should draft an agreement they
would like to use.

• If the project is in progress, participants can still draft an agreement for it.

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE

Communicate and understand the purpose and value of the
assignment to the organization.

• Explain why you want the assignment. If you are a manager, why
does this individual fit the assignment?

• Anticipate resources and obstacles. Clarify authority.

• Be clear about expectations: How complete, how much detail, what
form, what level of accuracy? Is this a first draft or final? Who, if
anyone, needs to review it before it’s complete?

• Identify others who may contribute.What expectations are
reasonable for their time and involvement?

• Discuss expectations for follow-up, review, and feedback during the
process.

�

•
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• If the project has already ended, participants can use the form to outline the
type of agreement they would make if they had it to do over again.

• Manager-participants should consider a project that is not going well, and use
the Agreement Form to prepare notes on possible obstacles, expectations,
opportunities they want to address with the task owner.

EMPOWERMENT (15 MINUTES)

Activity 6: Empowerment

Direct participants to WORKBOOK PAGE 10 to answer questions about the
scene where nurses Nancy and Carmen are discussing Carmen’s progress on her
assignment.

ALLOW no more than 2 minutes for this activity.

Review the Activity

Review the questions at the top of WORKBOOK PAGE 10.

SAY:

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE

A clear agreement that outlines the specifics of owner, task, results,
and deadline is the best possible way to start a project. It points the
assignment in the right direction. If the agreement is the compass,
then empowerment — our next topic — is how we keep the project
moving forward.

Owners often hit obstacles or barriers that were not or could not be
anticipated. Dealing with obstacles under pressure wears people
down if they feel that assistance is not available.
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ASK:

Discuss Empowerment

SLIDE #9: Empowerment

PROVIDE more information about Empowerment by showing the next slide and
discussing the listed points.

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE

Was Carmen giving the impression that the situation was out of
her control; that even though she had accepted responsibility, she
couldn’t go further because it was someone else’s job?

Was Carmen empowered? What makes you think so, or think not?

If she was not empowered, what caused her to lose track of the task
and what she needed to do to get it done?

Empowerment is taking personal action to ensure an agreed-
upon result. Our definition of empowerment emphasizes the
concept of self-empowerment — that people empower themselves.

• There are four aspects to empowerment:
° Deciding on steps to take (do detailed planning)
° Asking for Assistance (ask questions, anticipate possible

obstacles)
° Overcoming Barriers (be resourceful)
° Staying on Track (be disciplined, follow up with others, watch

deadlines)
• Empowerment is sometimes confused with authority. Someone else

gives you authority, or you seek authority from someone for a
specific action. But each of us really needs to empower ourselves.
If you do not have the authority to take a specific action, you are
still empowered to go to whoever does and ask for assistance.

•
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SAY:

REFER to the lower portion of WORKBOOK PAGE 10, Activity 6.

ASK:

INSTRUCT participants to list a few of ways they can demonstrate
empowerment.

ALLOW about two minutes, or adequate time for participants to think this
through.

Discussion: Meeting Project Challenges

SAY:

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE

Empowerment may mean that the owner needs to step out of their
comfort zone, talk with people they haven’t talked with before, ask
people for their help and advice, and try new things.

It’s OK to not have all the answers, but do what you can to keep the
task moving forward.

What are some of the concrete steps you can take on a current
assignment, knowing you are empowered to move this project forward?

We all know that projects don’t happen in a perfect world. During
the Empowerment stage, we check our agreements and our progress
towards our goals. If we are not making progress or have hit barriers,
we should seek support to clarify our agreements with others.
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ASK:

RECORD the participants’ ideas on the flip chart.

Suggest some of the following points if they are not mentioned:

• Agreements aren’t specific enough in terms of expectations, how results
should look, etc.

• If co-workers are needed to complete the assignment, they may be hard
to reach — on vacation, out of town, on assignment.

• Co-workers may not report to you or to your manager; they have their
own deadlines and priorities; they may have missed a key meeting when
the project was being discussed.

• Key information may be hard to find.

• Other project plans and schedules change, creating priority conflicts.

• We hit other barriers we had no way to anticipate, or people whose work
we are depending on have run into obstacles.

DISCUSS:

POSSIBLE RESPONSES: Regular contact with manager based on agreed-upon
points for checking in. If the project is complex, more detail is needed in the
agreement. Ask for assistance from a peer to brainstorm solutions.

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE

What kinds of things can wear down our sense of empowerment?
We’ve considered Carmen’s situation.What are some other examples?

What can be done to maintain our sense of empowerment?
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ACTIVITY 7: OVERCOMING OBSTACLES (15 MINUTES) – OPTIONAL

Introduce Activity

This activity provides practice in recognizing obstacles and developing strategies
to overcome them.

Ask the participants to turn to WORKBOOK PAGE 11 and, working with a
partner, copy the barriers from the whiteboard list (created earlier) to the
workbook page.Then, partners should note a strategy for overcoming each of
these potential obstacles if they occur.

ALLOW 7-8 minutes.

Debrief this Activity

CHECK with the group for some of the strategies devised.

NOTE:

During the debrief, if the participant group includes both managers and staff, be
sure to check with both for their responses.

The strategies of updating and re-negotiating agreements may be raised during
the group discussion.While they are not presented in the video, be sure to
discuss them here if they are not raised by participants.

Updating or Re-Negotiating Agreements

ASK one or more of the following questions:

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE

�

Is re-negotiating the original agreement an appropriate strategy?
Why or why not?

Should re-negotiation always be an option?

On longer or more complex assignments, how might periodic updates
of the original agreement be useful?
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POSSIBLE RESPONSES: Agreements can be renegotiated when roadblocks
cannot be overcome. Renegotiation is always an option, since circumstances can
change, because ultimately, what is important is keeping the project moving
forward.

POSSIBLE RESPONSES: Updates keep agreements in line with “reality” and
maintain communication between the owner and the manager. Project scopes
can and should change. Updates offer the owner a means of asking for additional
support, and redefining tasks.

SHOW SLIDE #10

• Be clear about what needs to be renegotiated: owner, deadline, task, result?

• Consider how the renegotiation will impact schedules, costs and resources.
Have a specific strategy in mind.

• Don’t delay! If a renegotiation is needed, discuss it with your manager as
soon as it becomes apparent that alternative solutions are required.

• Discuss the plan with your manager and write down the revised agreement.

ACCOUNTABILITY

SAY:

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE

How can updated agreements help maintain the owner’s
empowerment?

In this section of the workshop, we’ll focus on the third stage in the
cycle:Accountability.Accountability comes into play at the conclusion
of a project.We’ll be discussing ways to hold ourselves accountable,
and ways to address accountability issues as a manager and, when
needed, as a peer.
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Activity 8: Accountability (20 Minutes)

Direct participants to WORKBOOK PAGE 12 to answer questions about the
interaction between manager Charlene, and her subordinate manager,Tony, as
they discuss Tony’s less-than-successful software release.

When they complete the questions on WORKBOOK PAGE 12, hold a brief
discussion around the last question:Who was accountable for the problems with
the software release?

• In reality, they all were accountable! (Allow a few minutes to discuss this
point.)

• QC was accountable for finding the “bugs” in the software.

• Tony was accountable for delivery of a bug-free product by overseeing all the
teams working on the development of the software.

• Charlene was accountable for making sure the overall project was
accomplished.

SLIDE #11: Accountability

PROVIDE more information about Accountability by discussing the following
points.

• Accountability is a personal willingness - after the fact - to answer for the
results of your behaviors and actions, regardless of how things turn out.

• Look back at the agreement to make sure you completed each step, and
to understand and fix any problems.

° The task

° The owner

° The desired results

° The deadline

• When outcomes are successful, we deserve the credit and get to
celebrate our achievement.

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE
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• When outcomes are unsuccessful, we avoid placing blame on
others.We take responsibility for fixing the problem and learning from the
experience.

• Look back at the project to learn from what happened.Think about:

° What you did

° What you learned

° What you will do to rectify the situation or fix the problem

° What you will do differently on a similar, future assignment

• Accepting accountability moves us from a “victim” mindset towards one of
accountability. Taking an accountability mindset gives us a sense of
control over the direction of the project.

 Note: If you're facilitating the Stop-n-Start Training Design, complete Activity 3 here.
 
GUIDELINES FOR MANAGERS AND PEERS

Now that we have reviewed what’s involved in holding ourselves accountable,
let’s examine effective ways to hold others accountable for their results.
Refer participants to WORKBOOK PAGE 13.

SAY:

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE

Our earlier discussions and activities have discussed the power of
ownership, the importance of clear agreements, and ways to build
our sense of empowerment.

As the project or assignment concludes, results are evaluated.When
things have gone well, it’s the manager’s role to give credit and
acknowledgement to the owner.When results have not met
expectations, the value of accountability — as this program defines
it — also comes into play.

What makes it challenging to hold someone else accountable?
What can you do or say to best preserve working relationships and
progress towards a successful conclusion?
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SHOW SLIDES #12 – 13: Guidelines for Managers

POINT OUT that when discussing accountability following a project, both
parties in the agreement share the responsibility to understand what they
committed to and review how they met their obligations.

Review Guidelines for Managers

• Don’t jump to conclusions. Hear the “owner” out. Listen for “they should
haves,” or “it was their responsibility to,” or, “you should have told me.”

• Calmly and patiently, refer back to the agreement.

• If you are also accountable, acknowledge this.

• Keep the conversation focused on the model:

° What was done

° What was learned

° What needs to be done to rectify the situation

° What will be done differently in the future

• If appropriate, respond to these questions yourself.

SHOW SLIDES #14 – 15: Guidelines for Peers

Review Guidelines for Staff Discussions with Peers

• Ask yourself first: How did I contribute to the poor results?

° Were my instructions clear?

° Was I clear about what, why and when I needed work from others?

° Did I give this person adequate notice that something was needed and
expected?

• Acknowledge your responsibility and accountability in the situation. Use “I”
statements such as, “I have trouble meeting my agreements when I don’t
receive your information by the deadline” rather than, “your failing to give
me what I needed made me miss my deadline.’

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE
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• Suggest a re-negotiation. Explain how you plan to rectify the situation, and
ask what the person can do to assist you.

• Discuss a better approach for the future. Begin this discussion by asking,
“What do you need from me? (more notice, more help, better instructions,
etc.)”

Introduce Activity #9: Holding Others Accountable (15 Minutes)

INSTRUCT participants to:

• Read the expanded version of the scenario on WORKBOOK PAGE 14.

• Role-play two ways of concluding the scenario.

° First, role-play Kimberly responding when Sam comes to her to ask for
several more days to complete his assignment. One partner plays
Kimberly; the other plays Sam.

° Second, role-play a scene between Sam and one of the team leaders who
has not provided their information to Sam. One partner plays Sam, the
other plays the team leader.

Debrief the Role Play Activity

Check in with participants after the group completes both role plays. If time
permits, ASK one pair of partners for each role-play to repeat their scene for the
group.

ASK:

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE

Is it more difficult to hold one of your peers accountable than to
hold yourself or a subordinate accountable?

What makes it more difficult?
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The Cycle of Accountability (10 Minutes)

DISCUSS:

REFER back to the Charlene and Tony vignette from the video.

POSSIBLE RESPONSES:Tony found a way to fix the project.When he and
Charlene met, she asked him to take on the next project.

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE

There are two keys to employing the model of accountability we’ve
been discussing:

• The first key is that we make a choice at each of the three
stages.We choose to be responsible — to take ownership — as the
project starts.We give our project the best chance for success by
creating a clear agreement with our manager, and with others
involved. Next, we choose to empower ourselves. Finally, we choose
to be accountable for our results.

• The second key is to remember, especially when things haven’t
gone well, is that the process does not stop with Accountability. It
continues with applying what you’ve learned from your results
when you take responsibility for the next steps and the next
project.

What happened between Charlene and Tony after Tony took steps to
fix the problems with the software release?
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POSSIBLE RESPONSES:Tony had taken ownership and found a solution. He had
learned from his mistakes, and was now better prepared to complete the next
project.

SLIDE #16:The Cycle Continues

SAY:

OPTIONAL ACTIVITY: LOOKING BACK (8 MINUTES)

SAY:

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE

Why did Charlene ask Tony to take on the next project?

• Accountability in our model — Accountability that Works — does
not stop when the project ends. It does not involve assigning blame
or focusing on fault.

• Instead, you should review the actions you took during the project,
evaluate which ones were productive, and plan to use the lessons
you learned the next time you work on a similar task.

• The cycle continues through to the next project, and starts again by
taking ownership and responsibility for new tasks and projects.

We’ve all been involved in projects that went off track — where we
put our best effort forward but missed our intended target.
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REFER to WORKBOOK PAGE 15.

EXPLAIN that in this next exercise, you will look back briefly on a project gone
wrong - one that you were responsible and accountable for.

CONCLUDE THE WORKSHOP (10 MINUTES)

SAY:

Discuss the Agreement Template

POINT OUT the agreement template found on WORKBOOK PAGE 16.
DESCRIBE several ways to use it.

• As a template for an initial agreement.

• As a format for preparing project updates or documenting re-negotiated
agreements.

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE

Use the form on WORKBOOK PAGE 15 to frame the lessons you
have learned from that experience.This activity is for your use onl y —
we won’t be discussing it with the group.

The definitions offered in this program help us employ a language
of accountability.They give us more control over our own successes.

Our words both reflect and shape our attitudes.

The nature of the project itself isn’t important. It’s the mindset — the
attitude or frame of mind that we accept and adopt at the start of an
assignment, and how that mindset carries through — that we have
examined in this workshop.
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Round Robin Review

DISCUSS:

Hold a brief discussion that returns to Activity #3, Quick Assessment, on
WORKBOOK PAGE 5.

Ask volunteers in the group to respond to the following:

Urge all the participants to continue their efforts to build accountability in their
work teams.

DISTRIBUTE the Reminder Cards (and the accountability buttons, if you haven’t
already).

SHOW SLIDE #17

Ask the participants to make a commitment to take ownership and create well-
defined agreements, using the template provided at the back of the workbook.

Thank the participants for their interest and hard work.

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE

For the area you said was your strongest, what can you do to
further improve it?

For the area you said was your weakest, what will you do build your
strength?
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MANAGER AND SUPERVISOR

ACTIVITIES

The following activities can be used when you are working with a group of
managers.This outline uses some of the activities in the standard Participant
Workbook, along with unique discussions and activities to build the managers’
skills in using the model with their work teams.

These activities can be used in two ways:

• In a separate session for managers who have been through the main workshop
with their staff.

• For managers who do not go through the workshop session but want to use
the model and support their employees who have completed the workshop.

Complete the activities and discussions on the following pages that are most
relevant to the needs of the group.

• Copy the project log on page 55 and distribute them to the managers in the
group. They will use this log to complete the discussion questions and
activities in this Management Session.

• Make multiple copies of the Agreement Template on WORKBOOK PAGE
16.These will be needed for several of the management activities.

• Some of the discussions and exercises will require reference to pages in the
Participant Workbook.

Video (23 minutes)

PLAY the video (Nonstop version).

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE
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RESPONSIBILITY AND AGREEMENTS (10 MINUTES)

DISCUSS:

• Were written agreements prepared for Projects One and Two? If written
agreements were not or are not being used, how might having one have
helped the project achieve its goals?

• What advice or guidance would you offer, and how would you offer it, to an
employee taking responsibility for a major assignment for the first time?
Consider how you would give this guidance to someone you plan to involve
in this project.

Responsibility Activity 1 (5 minutes)

Refer to the Project Log (page 55) and use copies of the Agreement Template on
WORKBOOK PAGE 16 to outline an agreement for Project Three, or a 
re-negotiated agreement for Project Two.

Responsibility Activity 2 (5 minutes)

SAY:

Responsibility Activity 3 (5 minutes)

SAY:

When they are done, ask one of the managers to review their outline with the
group.
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• As you begin Project Three, how will you communicate to one of
your staff that — as they accept responsibility for the project —
they will also be accountable for its results, whether successful or
not.

• Role-play this conversation with another participant.

Outline in bullet form a 5-10 minute presentation to your staff on
the concept of “ownership.”
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EMPOWERMENT (15 MINUTES)

DISCUSS:

• Given that employees must really empower themselves (as opposed to being
empowered by you, their manager), what is your role in supporting the
owner’s work?

• What kinds of barriers, if any, have you observed employees hitting as they
work through assignments in Project Two?

• What strategies did you use — or could you be using — to help employees
maintain their sense of empowerment as Project Two progresses?

• How can you help an employee struggling with an assignment without
“taking it back?” Suppose the situation were occurring in Project Two, or
another project in progress.What lessons from your own experiences being
coached or managed could you draw on as you work with this person?

Empowerment Activity 1 (10 Minutes)

SAY:

ACCOUNTABILITY (10 MINUTES)

DISCUSS:

• For Project Two, who is accountable for the project? What makes you say so?

• For any project you assign or manage, do you consider yourself accountable
along with its owner? Why or why not?
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Discuss the following with a partner.

For Project One, and with the benefit of hindsight:

• What strategy could you have employed to better maintain a key
person’s sense of empowerment?

Share your ideas with your partner.
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SAY:

Accountability Activity 1 (10 minutes)

Ask the management participants to refer to WORKBOOK PAGE 14.

ASK:

A

S

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE

      
Refer to WORKBOOK PAGE 6, Stage Three. Do you recall yourself using any
of the statements in the 1st column within the past few days? If so, which ones?

•
You are Kimberly in the Case Study. The proposal has been submitted, and 

you are meeting with Sam to review his work. What points are important to 

         cover? Role-play this conversation with a partner. 

User
white box
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Accountability Activity 2 (5 minutes)

SAY:

Discuss these additions with the group.

• How can you apply these guidelines to Project Two and Project Three?

MANAGEMENT WRAP-UP

Conclude the manager’s session with open questions and discussion. Ask if they
have any concerns about using the model in their workgroup, or using the
agreement template to help everyone become more accountable.

Be sure these participants receive the same Booster Shots sent to the staff.

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE

Refer to WORKBOOK PAGE 13. On your own, brainstorm and add
at least two points to the Guidelines for Managers in Holding Others
Accountable, and two points to the Guidelines for Discussions with
Peers.
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PROJECT LOG

Use this worksheet to organize brief notes on three projects.You will use these projects as the
basis of the discussion and activities to follow.
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Project One: A Completed Project 
(Select a past project where the results did not meet your expectations.)

Briefly, what was Goal:
the project’s goal?

(1)
List two reasons 
why you think the 
results were less (2)
than successful?

Project Two: A Project in Progress 
(Select a project where someone other than yourself has a primary role or is the owner.)

Briefly, what is Goal:
the project’s goal?

Who is the project’s Owner:
“owner?”

What methods are Project Checks:
you using to check 
on the project’s 
progress?

What concerns do Concerns:
you have about the 
project at this time,
if any?

Project Three: An Upcoming Project 
(Select a project where responsibilities have not yet been assigned.)

Briefly, what will Goals:
be the project’s 
goal(s)?
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PARTICIPANT MATERIALS

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE



Page 57
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WORKSHOP PURPOSE

To demonstrate the combined power of Responsibility, Empowerment, and Accountability in
achieving successful project results and increased professional growth.

WORKSHOP OBJECTIVES

After completing this workshop, Participants will be able to:
• Define Responsibility, Empowerment, and Accountability, and describe the role they play

in achieving project or task success.
• Describe how clear agreements build the framework for maintaining focus and

overcoming obstacles.
• Discuss guidelines for managing agreements, including renegotiating or updating them

when necessary.
• Discuss how to hold ourselves — and others — accountable for our results, no matter how

things turn out.
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ACTIVITY 1
CASE STUDY: WHAT’S GOING ON?

You’ve been a senior planner in the Planning department of your organization for the past
three years. Stanton, one of the newer managers in your group, stops you in the hallway on a
Friday afternoon, obviously on the way to another meeting. “I’m glad I ran into you!”

Now, you haven’t worked with Stanton before. But you do know he has developed a
reputation for creative thinking, and appears to be a rising star in the organization.You’ve
observed him in several meetings and have admired his very informal style;quite a contrast to
other managers in the group and a refreshing change.

Stanton asks if you wouldn’t mind putting together a few notes on your ideas for the Alpha
Project. “I’ll be out of town next week. Can we get together first thing the following Monday
morning, say, 9:00?” Stanton is ten feet past you before you can stammer, “Sure, I guess so.”

You put together three pages of your own thoughts, based on observations and a small amount
of data you’ve been able to gather from company records. “Not bad…pretty creative if I say so
myself,” you’re thinking on the way to Stanton’s office at slightly past the appointed time,
Monday morning a week later.

Your word-processed notes include a few handwritten comments in the margins, added at the
last minute…actually, at 9:05.You’ve also included a rough, handdrawn sketch resembling a
process diagram. (It was very preliminary and you didn’t want to send it through the Graphics
department.)

As you are shown into Stanton’s office, you’re more than mildly surprised to see four other
managers sitting at his conference table.They have extended their own weekly meeting with
Stanton and are waiting — so it seems — to review your ideas. As you begin to “present” them,
you pick up subtle signals that they are less than impressed with your efforts.

Stanton’s assistant hurriedly leaves the room to make four extra copies of your notes.
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ACTIVITY 1: WHAT’S GOING ON?

Answer the following questions as if you are the senior planner who has been asked to prepare
a few notes for Stanton’s meeting.

How do you feel as you enter
the room and are greeted by
the group?

What are your first
comments to the managers
seated at Stanton’s conference
table?

What was your mindset as
you took on the project that
contributed to the results you
wound up with?

Do you feel you carried out
your assignment?

What two things was Stanton

expecting? How was he

disappointed?

What two things do you wish

Stanton had done differently?

What, if anything, would you
do differently, given the same
assignment — offered in the
same manner?

1)

2)

1)

2)
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VIDEO NOTES AND FOLLOW-UP

Responsibility is a before-the-fact mindset of
ownership of a task or job.

Empowerment is taking personal action to ensure an
agreed-upon result.

Accountability is a personal willingness, after-the-
fact, to answer for the results of your behaviors and
actions.
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ACTIVITY 2: QUICK ASSESSMENT

Instructions

Given the definitions in the following table, where are you strongest: in choosing to be
Responsible, in demonstrating Empowerment, or in accepting Accountability?

Score yourself in each area. 1 = Needs improvement; 7 = Very strong, very confident.Try not
to use the same score twice.

Responsibility is a before-the-fact mindset of
ownership of a task or job.

Empowerment is taking personal action to ensure an
agreed-upon result.

Accountability is a personal willingness, after-the-
fact, to answer for the results of your behaviors and
actions.

1   2   3   4   5   6   7  

1   2   3   4   5   6   7  

1   2   3   4   5   6   7  
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ACTIVITY 3: THE LANGUAGE OF ACCOUNTABILITY

Instructions: Use the words in the chart for your partner conversation.
1 2 3

Words you might When you might hear Words with a more
hear… them… Accountable Mindset

Stage One: Responsibility

• We should… As a project starts, before •  I can…
• Someone should… someone takes ownership •  I will…
• We could… •  I’ll own it!
• We ought to…
Manager
• I need someone to… As the manager looks for Scott, I think your experience 
• Does anyone want to… someone to take on a task with XXX could be applied to

this assignment. How about it? 

Stage Two: Empowerment

• I didn’t know you wanted that As someone is running • I need to be more clear on that
• Yeah, but… into barriers • I need to come up with   
• I’ve tried, but… another way to...
• They won’t cooperate • Can you help me strategize
• They aren’t… another way to...
• Isn’t that someone else’s job? • I’ll ask for their assistance
Manager
• You should have asked Late into a project that •  I could have anticipated…

me if you didn’t know isn’t going well •  Next time I will be sure to…
• You should have told me

sooner

Stage Three: Accountability

• He/she should’ve… After the results are in; •  I could have…
• We should’ve… as someone explains what •  Next time I’ll…
• If they had… went wrong •  I understand how/why
• But they didn’t… •  I could have asked…

•  In the future, I will…
•  I’ve learned that…

Manager
• But you didn’t… •  I could have asked…
• You should have told me… •  In the future, I will…

•  Next time, we’ll write it
down!
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ACTIVITY 4: TAKING RESPONSIBILITY

Aaron and Carl on the Shop Floor Agree Disagree

In the first example, Supervisor Carl’s attitude has a great deal 
to do with Aaron’s lack of enthusiasm about taking on the A D
assignment.

In the second example, because the task is so straightforward, it isn’t 
necessary to put Aaron and Carl’s agreement in writing. A D

In the second example, Aaron takes ownership because he understands 
the task and sees its value to the group. A D

Aaron is responsible for coming up with a recommendation that A D
will prove successful.

ABOUT RESPONSIBILITY

• Responsibility is a before-the-fact (at the start of the project) mindset of ownership of a
task. It means taking ownership of projects up-front, even if you don’t know whether or
not you’ll be successful.

° Saying “I own it” about a task or assignment is a powerful spoken or mental device.

• The Responsibility stage is where you make a clear agreement and write it down.

• Identify the benefits of completing the task, and keep them in mind during the
task. Motivation plays a part in successful project completion!

° When taking ownership, consider the benefits to you — new skills, recognition, etc.

° If you are the manager of a group and are assigning a task, think through why the
assignment might be a good fit for the person you are assigning it to.

• Avoid the “We Syndrome.” “We” statements are acceptable when you are brainstorming a
new project. But moving forward on plans or ideas requires that “we’s” be translated into
“I’s.”

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE

What About You?

Is there a task in your group that is currently unclaimed — one for which you could take
ownership?
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ACTIVITY 5: WRITING CLEAR AGREEMENTS

Case Study: Calling All Team Leaders

Marketing VP Kimberly is preparing a major proposal for a year’s worth of work for a major
client of her 45-person consulting firm. She knows that her staff’s depth of experience will be
the key to winning this contract. That means a strong, focused, well-written resumé section in
the proposal document.

At the weekly managers’ meeting, Kimberly asks Sam to take responsibility for collecting the
resumés and background information from seven team leaders who have roles on the project.
Sam will need to make sure the resumés are up-to-date, consistent in format, and clearly
focused on the client’s industry. Only four of this group are present at the meeting. He
willingly accepts ownership and aims to please!

It is three weeks until the proposal is due. Sam and Kimberly meet to discuss how the resumés
will be used in the proposal — but they don’t spend time discussing the actual process of
collecting and updating them. Kimberly expresses her appreciation to Sam for taking
ownership of the task, and he agrees to have the updated resumés to her in ten days. No
problem — this all seems straightforward enough. A written agreement doesn’t occur to
either one of them — but you’re going to write one for them!

1. What is the task?
What is the task or project 
I am taking ownership of?

2. ACTIONS I will take 
to achieve these results:
Consider…
• Others involved?
• Authority needed?
• Assistance needed?

3. The RESULTS I am 
accountable for include:
Consider…
• Level of detail?
• Format?
• Measures or standards?

4. By when? What is the
deadline for this project:

5. BENEFITS of successfully 
completing this task:

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE
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MANAGING AGREEMENTS…

• At a minimum, clear agreements include these four components:

° The Task

° The Owner

° The Results

° By when?

• Seek out or communicate the purpose and value of the assignment.

• Explain why you want the assignment, or why you think this individual fits the
assignment.

• Anticipate resources and obstacles. Clarify authority.

• Be clear about expectations: How complete, how much detail, what form, what level of
accuracy? Is this a first draft or final?  Who, if anyone, needs to review it before it’s
complete? 

• Identify others who may become involved.What expectations are reasonable for their time
and involvement?

• Discuss expectations for follow-up, review and feedback during the process.

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE
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ACTIVITY 6: EMPOWERMENT

Carmen and Nancy at the Nursing Station Agree Disagree

Nancy demonstrated her own responsibility by checking in 
with Carmen before her assignment deadline. A D

Carmen did, in fact, have the authority to enter the Records 
Room, but didn’t realize it. A D

Carmen was empowered all along to see that the medical records 
in the Records Room were checked. A D

Prior to her second conversation with Nancy, Carmen had not 
empowered herself to complete the assignment. A D

ABOUT EMPOWERMENT

• Empowerment is taking personal action to ensure an agreed-upon result. Our definition
of empowerment emphasizes the concept of self-empowerment—that people
empower themselves.

• There are four aspects to empowerment:

° Decide on steps to take (do detailed planning)

° Ask for assistance (ask questions, anticipate possible obstacles)

° Overcome barriers (be resourceful)

° Stay on track (be disciplined, follow up with others, watch deadlines)

• Empowerment is sometimes confused with authority. Someone else gives you
authority, or you seek authority from someone for a specific action. But each of us really
needs to empower ourselves. If you do not have the authority to take a specific action, you
are still empowered to go to whoever does and ask for assistance.

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE

What About You?

What steps can you take to empower yourself to move one of your current tasks forward?



Page 67

ACTIVITY 7: OVERCOMING OBSTACLES (OPTIONAL)

What kinds of things tend to wear down our sense of empowerment? What strategies can be
employed to keep things moving forward?

Barrier or Obstacle Strategies for Overcoming and Maintaining Empowerment

Renegotiating Agreements

• Be clear about what needs to be renegotiated: owner, deadline, task, result?

• Consider how the renegotiation will impact schedules, costs and resources. Have a
specific strategy in mind.

• Don’t delay! If a renegotiation is needed, discuss it with your manager as soon as it
becomes apparent that alternative solutions are required.

• Discuss the plan with your manager and write down the revised agreement.

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE



Page 68

ACTIVITY 8: ACCOUNTABILITY

Tony and Charlene Discuss the Software Release
Agree Disagree

Tony did not connect his responsibility for this project with 
his accountability for its results. A D

Charlene and Tony appear to have communicated well 
during the project. A D

The Quality Control Department was responsible for debugging 
the software program. A D

Tony and Charlene are both responsible, empowered and 
accountable for learning from the errors they made. A D

Who was really accountable for the problems that occurred?

ABOUT ACCOUNTABILITY

• Accountability is a personal willingness — after the fact — to answer for the results of
your behaviors and actions, regardless of how things turn out.

• Look back at the agreement to make sure you completed each step, and to
understand and fix any problems.

° The task

° The owner

° The desired results

° The deadline

• When outcomes are successful, we deserve the credit and get to celebrate our
achievement.

• When outcomes are unsuccessful, we avoid placing blame on others.We take
responsibility for fixing the problem and learning from the experience.

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE
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• Look back at the project to learn from what happened.Think about:

° What you did

° What you learned

° What you will do to rectify the situation or fix the problem

° What you will do differently on a similar, future assignment

• Accepting accountability moves us from a “victim” mindset towards one of accountability.
Taking an accountability mindset gives us a sense of control over the direction of the
project.

GUIDELINES FOR MANAGERS

• Don’t jump to conclusions. Listen and hear the “owner” out. Listen for “they should
haves,” or ‘it was their responsibility to’s,” or, “you should have told me.”

• Calmly and patiently, refer back to the agreement.

• If you are also accountable, acknowledge this.

• Keep the conversation focused on the model:

° What was done

° What was learned

° What needs to be done to rectify the situation.

° What will be done differently next time

• If appropriate, respond to these questions yourself.

GUIDELINES FOR DISCUSSIONS WITH PEERS

• Ask yourself first: How did I contribute to the poor results? 

° Were my instructions clear?

° Was I clear about what, why and when I needed work from others?

° Did I give this person adequate notice that something was needed and expected?

• Acknowledge your responsibility and accountability in the situation. Use “I” statements
such as, “I have trouble meeting my agreements when I don’t receive your information by
the deadline” rather than, “Your failing to give me what I needed made me miss my
deadline.”

• Suggest a re-negotiation. Explain how you plan to rectify the situation, and ask what the
person can do to assist you.

• Discuss a better approach for the future. Begin this discussion by asking, “What do you
need from me? (more notice, more help, better instructions, etc.)”

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE
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ACTIVITY 9: ACCOUNTABILITY ROLE PLAY

Marketing VP Kimberly is preparing her 45-person consulting firm’s major proposal for a
year’s worth of work from a major client. She knows that demonstrating the staff’s depth of
experience will be the key to winning this contract.That means a strong, focused, well-
written resumé section in the proposal document.

At the weekly managers’ meeting, Kimberly asks Sam to take responsibility for collecting the
resumés and background information from seven team leaders who will have key roles on the
project. Sam will need to make sure the resumés are up-to-date, consistent in format, and
clearly focused on the client’s industry. Only four of this group are present at the meeting.
Sam is one of the seven. He willingly accepts ownership for the task and aims to please!

It is three weeks until the proposal is due. Sam and Kimberly meet to discuss how the resumés
will be used in the proposal — but they don’t spend time discussing the actual process of
collecting and updating them. Kimberly expresses her appreciation to Sam for taking
ownership of the task, and he agrees to have the updated resumes to her in ten days. No
problem — this all seems straightforward enough. A written agreement doesn’t occur to either
one of them.

Ten days later, 3:30 AM. Sam is working at home the morning before his deadline. He is
rewriting two of the resumés, and he is missing another two altogether. Sam was certain he
had emailed these managers to request their resumés — they work in one of the firm’s out-of-
state offices and he doesn’t know them well. His own resumé and the ones he received from
two other team leaders are in good shape. He considers asking Kimberly for two more days to
complete the assignment.

First role play

Role-play two ways of concluding the scenario. First, how does Kimberly respond when Sam
comes to her to ask for several more days to complete his assignment?

One partner should play Kimberly; the other plays Sam.

ALLOW no more than three minutes per partner.

Second Role Play

Second, role-play a scene between Sam and one of the out-of-state team leaders who has not
provided their resume information on time.

One partner plays Sam; the other plays the delinquent colleague.

ALLOW no more than three minutes per partner.

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE
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ACTIVITY 10: LOOKING BACK

As “accountable owners,” we revisit our agreements and look at our results as we complete
each project.We learn the lessons that each project — successful or not — has for us. Doing so
builds our confidence in our ability to do it better next time.

Think back to a project that you recently completed — one that did not go completely as
planned.What were the lessons you learned? How can you get better results next time?

What went wrong?

What I learned.

What I had to do to
fix the problem.

What I’ll do differently
next time

THE CYCLE CONTINUES

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE
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AGREEMENT FORM

1. What is the TASK?
What is the task or project 
I am taking ownership of?

2. ACTIONS I will take 
to achieve these results:
Consider…
• Others involved?
• Authority needed?
• Assistance needed?

3. The RESULTS I am 
accountable for include:
Consider…
• Level of detail?
• Format?
• Measures or standards?

4. BY WHEN? What is the
deadline for this project:

5. BENEFITS of successfully 
completing this task:

I am fully accountable for producing the results described above.

project owner   

date

ACCOUNTABILITY THAT WORKS! LEADER’S GUIDE
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COMPANION PROGRAMS FROM CRM LEARNING

ETHICS 4 EVERYONE

Hosted by noted ethicist Eric Harvey, co-author of the best-selling “Walk the Talk” book series,
Ethics 4 Everyone reminds us that we need to make the right decisions when there is clearly a
right vs. wrong way of doing something. But it also helps us through those times when right
and wrong are not clearly defined. More than that, this timely training program offers do-able,
long-term solutions.

AFTER ALL, YOU’RE THE SUPERVISOR

After All,You’re the Supervisor! holds the key to effective supervision, teaching the ten
components of supervisory success: Acknowledge Your New Role, Plan and Prioritize,
Delegate, Develop Team Members, Problem Solve, Be Accessible, Communicate Upward and
Downward, Encourage Teamwork, Model Desired Behavior, Discipline Effectively, Give Praise
and Recognition. A comprehensive training program for new and seasoned supervisors alike,
After All,You’re the Supervisor! provides an array of tools for use both in your training
sessions, and as follow-ups to help keep your training fresh.

COMMUNICATING NON-DEFENSIVELY

Providing instruction, feedback or even criticism is often difficult in the workplace. Learning
how to communicate — and listen — non-defensively is crucial.This program explores the
“defensiveness chain,” and teaches viewers how to express themselves openly and effectively,
shift away from defensiveness and guide others to do the same.

A LEADER'S GUIDE TO DELEGATING
What's every top manager's secret to success? In a word: delegate, delegate, delegate. But 
getting work done through others can often be difficult because it inevitably involves a loss
of control. This program outlines a solid process for delegating and gives valuable insight to
both new and experienced managers. Trainees receive solid instruction in a key leadership
competency and they commit to giving employees increased opportunity to take on new
assignments. What does this mean for managers? Tasks will be delegated more often and with
greater clarity -- leading to better results, improved productivity and higher job satisfaction overall. 
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WORKSHOP PURPOSE

To demonstrate the combined power of Responsibility, Empowerment, and Accountability in
achieving successful project results and increased professional growth.

WORKSHOP OBJECTIVES

After completing this workshop, Participants will be able to:
• Define Responsibility, Empowerment, and Accountability, and describe the role they play

in achieving project or task success.
• Describe how clear agreements build the framework for maintaining focus and

overcoming obstacles.
• Discuss guidelines for managing agreements, including renegotiating or updating them

when necessary.
• Discuss how to hold ourselves — and others — accountable for our results, no matter how

things turn out.

ACCOUNTABILITY THAT WORKS! PARTICIPANT WORKBOOK
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ACTIVITY 1
CASE STUDY: WHAT’S GOING ON?

You’ve been a senior planner in the Planning department of your organization for the past
three years. Stanton, one of the newer managers in your group, stops you in the hallway on a
Friday afternoon, obviously on the way to another meeting. “I’m glad I ran into you!”

Now, you haven’t worked with Stanton before. But you do know he has developed a
reputation for creative thinking, and appears to be a rising star in the organization.You’ve
observed him in several meetings and have admired his very informal style;quite a contrast to
other managers in the group and a refreshing change.

Stanton asks if you wouldn’t mind putting together a few notes on your ideas for the Alpha
Project. “I’ll be out of town next week. Can we get together first thing the following Monday
morning, say, 9:00?” Stanton is ten feet past you before you can stammer, “Sure, I guess so.”

You put together three pages of your own thoughts, based on observations and a small amount
of data you’ve been able to gather from company records. “Not bad…pretty creative if I say so
myself,” you’re thinking on the way to Stanton’s office at slightly past the appointed time,
Monday morning a week later.

Your word-processed notes include a few handwritten comments in the margins, added at the
last minute…actually, at 9:05.You’ve also included a rough, handdrawn sketch resembling a
process diagram. (It was very preliminary and you didn’t want to send it through the Graphics
department.)

As you are shown into Stanton’s office, you’re more than mildly surprised to see four other
managers sitting at his conference table.They have extended their own weekly meeting with
Stanton and are waiting — so it seems — to review your ideas. As you begin to “present” them,
you pick up subtle signals that they are less than impressed with your efforts.

Stanton’s assistant hurriedly leaves the room to make four extra copies of your notes.

ACCOUNTABILITY THAT WORKS! PARTICIPANT WORKBOOK
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ACTIVITY 1: WHAT’S GOING ON?

Answer the following questions as if you are the senior planner who has been asked to prepare
a few notes for Stanton’s meeting.

ACCOUNTABILITY THAT WORKS! PARTICIPANT WORKBOOK

How do you feel as you enter
the room and are greeted by
the group?

What are your first
comments to the managers
seated at Stanton’s conference
table?

What was your mindset as
you took on the project that
contributed to the results you
wound up with?

Do you feel you carried out
your assignment?

What two things was Stanton

expecting? How was he

disappointed?

What two things do you wish

Stanton had done differently?

What, if anything, would you
do differently, given the same
assignment — offered in the
same manner?

1)

2)

1)

2)
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VIDEO NOTES AND FOLLOW-UP

ACCOUNTABILITY THAT WORKS! PARTICIPANT WORKBOOK

Responsibility is a before-the-fact mindset of
ownership of a task or job.

Empowerment is taking personal action to ensure an
agreed-upon result.

Accountability is a personal willingness, after-the-
fact, to answer for the results of your behaviors and
actions.
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ACTIVITY 2: QUICK ASSESSMENT

Instructions

Given the definitions in the following table, where are you strongest: in choosing to be
Responsible, in demonstrating Empowerment, or in accepting Accountability?

Score yourself in each area. 1 = Needs improvement; 7 = Very strong, very confident.Try not
to use the same score twice.

ACCOUNTABILITY THAT WORKS! PARTICIPANT WORKBOOK

Responsibility is a before-the-fact mindset of
ownership of a task or job.

Empowerment is taking personal action to ensure an
agreed-upon result.

Accountability is a personal willingness, after-the-
fact, to answer for the results of your behaviors and
actions.

1   2   3   4   5   6   7  

1   2   3   4   5   6   7  

1   2   3   4   5   6   7  
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ACTIVITY 3: THE LANGUAGE OF ACCOUNTABILITY

Instructions: Use the words in the chart for your partner conversation.
1 2 3

Words you might When you might hear Words with a more
hear… them… Accountable Mindset

Stage One: Responsibility

• We should… As a project starts, before •  I can…
• Someone should… someone takes ownership •  I will…
• We could… •  I’ll own it!
• We ought to…
Manager
• I need someone to… As the manager looks for Scott, I think your experience 
• Does anyone want to… someone to take on a task with XXX could be applied to

this assignment. How about it? 

Stage Two: Empowerment

• I didn’t know you wanted that As someone is running • I need to be more clear on that
• Yeah, but… into barriers • I need to come up with   
• I’ve tried, but… another way to...
• They won’t cooperate • Can you help me strategize
• They aren’t… another way to...
• Isn’t that someone else’s job? • I’ll ask for their assistance
Manager
• You should have asked Late into a project that •  I could have anticipated…

me if you didn’t know isn’t going well •  Next time I will be sure to…
• You should have told me

sooner

Stage Three: Accountability

• He/she should’ve… After the results are in; •  I could have…
• We should’ve… as someone explains what •  Next time I’ll…
• If they had… went wrong •  I understand how/why
• But they didn’t… •  I could have asked…

•  In the future, I will…
•  I’ve learned that…

Manager
• But you didn’t… •  I could have asked…
• You should have told me… •  In the future, I will…

•  Next time, we’ll write it
down!

ACCOUNTABILITY THAT WORKS! PARTICIPANT WORKBOOK
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ACTIVITY 4: TAKING RESPONSIBILITY

Aaron and Carl on the Shop Floor Agree Disagree

In the first example, Supervisor Carl’s attitude has a great deal 
to do with Aaron’s lack of enthusiasm about taking on the A D
assignment.

In the second example, because the task is so straightforward, it isn’t 
necessary to put Aaron and Carl’s agreement in writing. A D

In the second example, Aaron takes ownership because he understands 
the task and sees its value to the group. A D

Aaron is responsible for coming up with a recommendation that A D
will prove successful.

ABOUT RESPONSIBILITY

• Responsibility is a before-the-fact (at the start of the project) mindset of ownership of a
task. It means taking ownership of projects up-front, even if you don’t know whether or
not you’ll be successful.

° Saying “I own it” about a task or assignment is a powerful spoken or mental device.

• The Responsibility stage is where you make a clear agreement and write it down.

• Identify the benefits of completing the task, and keep them in mind during the
task. Motivation plays a part in successful project completion!

° When taking ownership, consider the benefits to you — new skills, recognition, etc.

° If you are the manager of a group and are assigning a task, think through why the
assignment might be a good fit for the person you are assigning it to.

• Avoid the “We Syndrome.” “We” statements are acceptable when you are brainstorming a
new project. But moving forward on plans or ideas requires that “we’s” be translated into
“I’s.”

ACCOUNTABILITY THAT WORKS! PARTICIPANT WORKBOOK

What About You?

Is there a task in your group that is currently unclaimed — one for which you could take
ownership?
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ACTIVITY 5: WRITING CLEAR AGREEMENTS

Case Study: Calling All Team Leaders

Marketing VP Kimberly is preparing a major proposal for a year’s worth of work for a major
client of her 45-person consulting firm. She knows that her staff’s depth of experience will be
the key to winning this contract. That means a strong, focused, well-written resumé section in
the proposal document.

At the weekly managers’ meeting, Kimberly asks Sam to take responsibility for collecting the
resumés and background information from seven team leaders who have roles on the project.
Sam will need to make sure the resumés are up-to-date, consistent in format, and clearly
focused on the client’s industry. Only four of this group are present at the meeting. He
willingly accepts ownership and aims to please!

It is three weeks until the proposal is due. Sam and Kimberly meet to discuss how the resumés
will be used in the proposal — but they don’t spend time discussing the actual process of
collecting and updating them. Kimberly expresses her appreciation to Sam for taking
ownership of the task, and he agrees to have the updated resumés to her in ten days. No
problem — this all seems straightforward enough. A written agreement doesn’t occur to
either one of them — but you’re going to write one for them!

1. What is the task?
What is the task or project 
I am taking ownership of?

2. ACTIONS I will take 
to achieve these results:
Consider…
• Others involved?
• Authority needed?
• Assistance needed?

3. The RESULTS I am 
accountable for include:
Consider…
• Level of detail?
• Format?
• Measures or standards?

4. By when? What is the
deadline for this project:

5. BENEFITS of successfully 
completing this task:

ACCOUNTABILITY THAT WORKS! PARTICIPANT WORKBOOK
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MANAGING AGREEMENTS…

• At a minimum, clear agreements include these four components:

° The Task

° The Owner

° The Results

° By when?

• Seek out or communicate the purpose and value of the assignment.

• Explain why you want the assignment, or why you think this individual fits the
assignment.

• Anticipate resources and obstacles. Clarify authority.

• Be clear about expectations: How complete, how much detail, what form, what level of
accuracy? Is this a first draft or final?  Who, if anyone, needs to review it before it’s
complete? 

• Identify others who may become involved.What expectations are reasonable for their time
and involvement?

• Discuss expectations for follow-up, review and feedback during the process.

ACCOUNTABILITY THAT WORKS! PARTICIPANT WORKBOOK
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ACTIVITY 6: EMPOWERMENT

Carmen and Nancy at the Nursing Station Agree Disagree

Nancy demonstrated her own responsibility by checking in 
with Carmen before her assignment deadline. A D

Carmen did, in fact, have the authority to enter the Records 
Room, but didn’t realize it. A D

Carmen was empowered all along to see that the medical records 
in the Records Room were checked. A D

Prior to her second conversation with Nancy, Carmen had not 
empowered herself to complete the assignment. A D

ABOUT EMPOWERMENT

• Empowerment is taking personal action to ensure an agreed-upon result. Our definition
of empowerment emphasizes the concept of self-empowerment—that people
empower themselves.

• There are four aspects to empowerment:

° Decide on steps to take (do detailed planning)

° Ask for assistance (ask questions, anticipate possible obstacles)

° Overcome barriers (be resourceful)

° Stay on track (be disciplined, follow up with others, watch deadlines)

• Empowerment is sometimes confused with authority. Someone else gives you
authority, or you seek authority from someone for a specific action. But each of us really
needs to empower ourselves. If you do not have the authority to take a specific action, you
are still empowered to go to whoever does and ask for assistance.

ACCOUNTABILITY THAT WORKS! PARTICIPANT WORKBOOK

What About You?

What steps can you take to empower yourself to move one of your current tasks forward?
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ACTIVITY 7: OVERCOMING OBSTACLES (OPTIONAL)

What kinds of things tend to wear down our sense of empowerment? What strategies can be
employed to keep things moving forward?

Barrier or Obstacle Strategies for Overcoming and Maintaining Empowerment

Renegotiating Agreements

• Be clear about what needs to be renegotiated: owner, deadline, task, result?

• Consider how the renegotiation will impact schedules, costs and resources. Have a
specific strategy in mind.

• Don’t delay! If a renegotiation is needed, discuss it with your manager as soon as it
becomes apparent that alternative solutions are required.

• Discuss the plan with your manager and write down the revised agreement.

ACCOUNTABILITY THAT WORKS! PARTICIPANT WORKBOOK
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ACTIVITY 8: ACCOUNTABILITY

Tony and Charlene Discuss the Software Release
Agree Disagree

Tony did not connect his responsibility for this project with 
his accountability for its results. A D

Charlene and Tony appear to have communicated well 
during the project. A D

The Quality Control Department was responsible for debugging 
the software program. A D

Tony and Charlene are both responsible, empowered and 
accountable for learning from the errors they made. A D

Who was really accountable for the problems that occurred?

ABOUT ACCOUNTABILITY

• Accountability is a personal willingness — after the fact — to answer for the results of
your behaviors and actions, regardless of how things turn out.

• Look back at the agreement to make sure you completed each step, and to
understand and fix any problems.

° The task

° The owner

° The desired results

° The deadline

• When outcomes are successful, we deserve the credit and get to celebrate our
achievement.

• When outcomes are unsuccessful, we avoid placing blame on others.We take
responsibility for fixing the problem and learning from the experience.

ACCOUNTABILITY THAT WORKS! PARTICIPANT WORKBOOK
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• Look back at the project to learn from what happened.Think about:

° What you did

° What you learned

° What you will do to rectify the situation or fix the problem

° What you will do differently on a similar, future assignment

• Accepting accountability moves us from a “victim” mindset towards one of accountability.
Taking an accountability mindset gives us a sense of control over the direction of the
project.

GUIDELINES FOR MANAGERS

• Don’t jump to conclusions. Listen and hear the “owner” out. Listen for “they should
haves,” or ‘it was their responsibility to’s,” or, “you should have told me.”

• Calmly and patiently, refer back to the agreement.

• If you are also accountable, acknowledge this.

• Keep the conversation focused on the model:

° What was done

° What was learned

° What needs to be done to rectify the situation.

° What will be done differently next time

• If appropriate, respond to these questions yourself.

GUIDELINES FOR DISCUSSIONS WITH PEERS

• Ask yourself first: How did I contribute to the poor results? 

° Were my instructions clear?

° Was I clear about what, why and when I needed work from others?

° Did I give this person adequate notice that something was needed and expected?

• Acknowledge your responsibility and accountability in the situation. Use “I” statements
such as, “I have trouble meeting my agreements when I don’t receive your information by
the deadline” rather than, “Your failing to give me what I needed made me miss my
deadline.”

• Suggest a re-negotiation. Explain how you plan to rectify the situation, and ask what the
person can do to assist you.

• Discuss a better approach for the future. Begin this discussion by asking, “What do you
need from me? (more notice, more help, better instructions, etc.)”

ACCOUNTABILITY THAT WORKS! PARTICIPANT WORKBOOK
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ACTIVITY 9: ACCOUNTABILITY ROLE PLAY

Marketing VP Kimberly is preparing her 45-person consulting firm’s major proposal for a
year’s worth of work from a major client. She knows that demonstrating the staff’s depth of
experience will be the key to winning this contract.That means a strong, focused, well-
written resumé section in the proposal document.

At the weekly managers’ meeting, Kimberly asks Sam to take responsibility for collecting the
resumés and background information from seven team leaders who will have key roles on the
project. Sam will need to make sure the resumés are up-to-date, consistent in format, and
clearly focused on the client’s industry. Only four of this group are present at the meeting.
Sam is one of the seven. He willingly accepts ownership for the task and aims to please!

It is three weeks until the proposal is due. Sam and Kimberly meet to discuss how the resumés
will be used in the proposal — but they don’t spend time discussing the actual process of
collecting and updating them. Kimberly expresses her appreciation to Sam for taking
ownership of the task, and he agrees to have the updated resumes to her in ten days. No
problem — his all seems straightforward enough. A written agreement doesn’t occur to either
one of them.

Ten days later, 3:30 AM. Sam is working at home the morning before his deadline. He is
rewriting two of the resumés, and he is missing another two altogether. Sam was certain he
had emailed these managers to request their resumés — they work in one of the firm’s out-of-
state offices and he doesn’t know them well. His own resumé and the ones he received from
two other team leaders is in good shape. He considers asking Kimberly for two more days to
complete the assignment.

First role play

Role-play two ways of concluding the scenario. First, how does Kimberly respond when Sam
comes to her to ask for several more days to complete his assignment?

One partner should play Kimberly; the other plays Sam.

ALLOW no more than three minutes per partner.

Second Role Play

Second, role-play a scene between Sam and one of the out-of-state team leaders who has not
provided their resume information on time.

One partner plays Sam; the other plays the delinquent colleague.

ALLOW no more than three minutes per partner.

ACCOUNTABILITY THAT WORKS! PARTICIPANT WORKBOOK
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ACTIVITY 10: LOOKING BACK

Think back to a project that you recently completed — one that did not go completely as
planned.What were the lessons you learned? How can you get better results next time?

What went wrong?

What I learned.

What I had to do to
fix the problem.

What I’ll do differently
next time.

THE CYCLE CONTINUES
The model does not stop at Accountability.

• Review the actions you took during the project,
evaluate which ones were productive, and plan
to use the lessons learned the next time you
work on a similar task.

• The cycle continues through to the next project,
when you take ownership during the
Responsibility stage for the new task.

ACCOUNTABILITY THAT WORKS! PARTICIPANT WORKBOOK
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AGREEMENT FORM

1. What is the TASK?
What is the task or project 
I am taking ownership of?

2. ACTIONS I will take 
to achieve these results:
Consider…
• Others involved?
• Authority needed?
• Assistance needed?

3. The RESULTS I am 
accountable for include:
Consider…
• Level of detail?
• Format?
• Measures or standards?

4. BY WHEN? What is the
deadline for this project:

5. BENEFITS of successfully 
completing this task:

I am fully accountable for producing the results described above.

project owner   

date

ACCOUNTABILITY THAT WORKS! PARTICIPANT WORKBOOK



 


