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SECTION 1: THE 3-STEP EXPECTATION-SETTING MODEL

Most accountability failures begin with unclear expectations. Use this 3-step model every time you assign a
task, project, or responsibility.

Define the Standard
Clearly articulate what success looks like — not just what the task is. Describe the outcome, quality
level, and timeline expected. Vague instructions produce vague results.

Confirm Understanding
Ask the team member to restate the expectation in their own words. This is not a test — it is
confirmation. Misalignment caught early prevents missed deadlines later.

Establish the Check-In Point
Agree on when and how progress will be reviewed before the deadline. Check-ins remove surprises
and give leaders the opportunity to course-correct proactively.

SECTION 2: ACCOUNTABILITY CONVERSATION GUIDE

When performance falls short, the conversation matters. This guide gives you a structured approach to
accountability discussions that are direct, professional, and productive — without damaging trust or morale.

1. Open with the Observation

State what you observed — specific behavior or outcome, not character. Example: 'The report was submitted
two days past the agreed deadline.' Avoid generalities like 'you never' or 'you always.'

2. Ask Before You Tell

Before explaining the impact, ask: 'What happened?' or 'Walk me through your thought process.' Leaders who
ask first build trust and often uncover root causes that change the conversation entirely.

3. State the Impact

Connect the performance gap to the team, the client, or the organization. People are more motivated to improve
when they understand why it matters beyond the task itself.

4. Reaffirm the Standard

Clearly restate the expectation going forward. Leave no ambiguity. This is hot punishment — it is clarity.
Example: 'Going forward, deliverables are due by Friday at noon.'

5. Agree on the Path Forward

Collaboratively identify what support, resources, or adjustments are needed. End with a mutual commitment

and a follow-up date. Document the agreed-upon outcome.
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SECTION 3: WEEKLY LEADER CHECK-IN TEMPLATE

Use this template every week to maintain accountability proactively — not reactively. Consistent check-ins are
one of the highest-leverage habits of disciplined leaders.

TEAM MEMBER PRIORITY THIS WEEK STATUS BARRIER / SUPPORT NEEDED FOL[I).:-I\_I;-UP

KEY REMINDERS FOR LEADERS

* Accountability is built in the expectation, not the correction.

* Consistency matters more than intensity — check in every week, not just when things go wrong.
* Document conversations and commitments to create a clear record of expectations.

* Accountability conversations should always end with a clear next step, never a vague warning.

* Model the standards you expect — discipline in leadership is visible, not just verbal.

Ready to build a leadership foundation that makes accountability the standard?

Our Cornerstones of Leadership course kickoff meeting April 1, 2026
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