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“How Did That Happen? addresses the missing piece of the equation for improved results and profitability. . . . Accountability—it is the cornerstone of any successful culture and continues to be for ours.”
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“Within the first thirty pages, I realized what has been missing on our journey. This book will help us continue to create and embrace a culture of accountability.”
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Richard Dreiman, president and CEO, Chemonics International Inc.
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“Connors and Smith present the process any leader can follow to hold people accountable and to get their team to invest their hearts and minds.”
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“How Did That Happen? gives leaders the much-needed ‘accountability reality check’ . . . so necessary in this time of turbulent change and economic uncertainty.”
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“It is the best practical leadership work I have ever come across in my career.”
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and have proven unequivocally that  
greater accountability produces results.
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Introduction




HOW DID THAT HAPPEN? 

During the closing days of the historic 2008 presidential campaign in the United States, nothing preoccupied the American public more than the deteriorating economy. Seemingly overnight, a global financial crisis blindsided the country and changed the entire landscape of the financial markets. The stock market crashed, with the Dow Jones Industrials losing almost half of their value. Markets all over the world followed suit. In October of that year, a number of the world’s stock exchanges suffered drops of up to 10 percent, some of the worst declines in history. The ramifications of the sudden and overwhelming crash of the American financial markets extended well beyond the United States. The banks in Iceland failed, bankrupting the entire nation. Bank failures in Europe signaled that most developed countries in the world were sharing the pain. The head of the International Monetary Fund cautioned that the global financial system was on the “brink of systemic meltdown,” and the deputy governor of the Bank of England declared that this was “possibly the largest financial crisis of its kind in human history.”

With the meltdown of the world’s financial markets, individuals began losing their wealth at astonishing rates. Taken together, the devastating decline in the value of individual investors’ 401(k)’s, the record-high foreclosure rate  on home mortgages, the soaring unemployment rate associated with the cutback of corporate budgets, and the lack of credit to both consumers and businesses, brought the calamity to a very personal level. These sudden and consequential changes left both Main Street and Wall Street asking the question: “How did that happen?”

No one seemed to see it coming. Financial experts, market gurus, business leaders, government officials, and the average Joes and Janes on Main Street were caught completely off guard. Nevertheless, a close observer might have discerned telltale signs of impending doom. Housing prices were rising faster than incomes. Personal savings had dropped to the lowest rate since 1933 and the Great Depression. Mortgage lenders were issuing so-called subprime loans without validating a buyer’s income or requiring a down payment. Financial institutions, including many of the largest and most respected in the world, bought billions of dollars’ worth of these shaky mortgages in the form of mortgage-backed securities. In hindsight, these high-risk investments and other financial decisions, such as artificially lowering interest rates, disregarded proven economic principles. Still, in spite of all this, this great and troubling catastrophe that reached global proportions seemed entirely unanticipated. In fact, the collapse of the global financial markets in 2008 will, in our estimation, go down in history as the most significant “How did that happen?” business story in the last fifty years.

This question—“How did that happen?”—usually leads to its corollary, “Who should be held accountable?” You could point the finger at a number of culprits: the politicians and government agencies that had failed to regulate the mortgage industry; ratings institutions that gave mortgage-backed securities the highest credit ratings, thus implying that they were safe investments; the home buyers—many of whom assumed they would be able to flip their homes sometime before their adjustable interest rates rose to a point they couldn’t afford; the banks that lent them the money and gorged themselves on the short-term profits of the subprime market; greedy investors and market speculators betting on how bad things would get; and let’s not forget the wizards at many Wall Street financial institutions who invented the complicated financial instruments that no one really understood, and that finally brought down such venerable companies as Lehman Brothers, Bear Stearns, Morgan Stanley, and AIG.

Who would have envisioned the chief executive officers of the big three American automakers making a pilgrimage in their private jets to Washington, D.C., to beg the U.S. Congress for billions of dollars to bail their companies out of the crisis that had been building for decades? And who, wondered exasperated Americans, can we hold accountable, not just for the mess, but also for turning things around? Even as the federal government began working to help solve the problem, people were left wondering, “How did that happen?” As the Troubled Assets Relief Program (TARP) Reform and Accountability Act was implemented, no one seemed able to account for where the money was going. Apparently, the leaders of these banks felt no need to account for what they were doing with billions of dollars of taxpayer money. Astoundingly, many of the former heads of institutions that received significant assistance from public monies, such as Freddie and Fannie Mae, received large bonuses and pay-outs while their organizations were fighting to stave off insolvency. Whether they realized it or not, the government, Wall Street, and businesses around the world were mired in a serious accountability problem.

Accountability? Everyone talks about it, shareholders demand it, taxpayers want it, and stakeholders insist on it. But exactly what is accountability, and how do you get people to take it? Our firm, Partners In Leadership Inc., widely considered the worldwide leader in Accountability Training, has spent more than twenty years studying and teaching accountability because we believe that no other attribute of individual or organizational life contributes more to the success of individuals, teams, and organizations. As the founders of the company, we have developed approaches to accountability that have helped major companies produce billions of dollars in shareholder wealth, provided fulfilling and positive work environments for hundreds of thousands of employees, and delivered exceptional products and services to customers.

Throughout our work with thousands of top-producing industry leaders, however, we keep hearing the same questions: “Exactly how do we prevent the surprises that so often blindside us, despite all our best efforts to make things happen the way we expect them to happen? How can we improve our follow-up so that we get the results we want? And how do we do it without making people feel resentful, resistant, manipulated, and controlled?” To answer these questions we have crafted the essential and sequential steps that enable anyone to establish the right expectations and to manage any unmet expectations in the positive, principled way that inspires people, makes them feel good about their work, and gets results. When an organization provides the clarity that comes with this approach, they also build accountability into every level of its culture, and results naturally follow. Unfortunately, too few leaders do it the right way. When people hear the question, “Who’s accountable for that?” they often duck for cover, fearing that someone is about to get punished. Those who use this approach invariably find that the harder they try to hold others accountable,  the worse the situation gets. Disappointment mounts, results dwindle, and most everyone gets frustrated or ends up feeling betrayed.

The workplace has become too complex for the old methods used to create accountability. The new generation of workers differs markedly from the Greatest Generation Ever that fought World War II, that generation’s baby boomer children, and even the more recent Generation X. If you don’t respect these differences with an appropriate new management style, you can hardly expect these workers to respond to you with the enthusiasm and hard work you expect.

A recent Zogby International nationwide poll (the largest representative study of its kind in the United States) recently documented the extent to which corporate management uses accountability the wrong way. The poll revealed that 25 percent of employed Americans describe their workplace as a “dictatorship,” and only 52 percent said their boss “treats subordinates well.” Barely half (51 percent) said their co-workers “often feel motivated or are mostly motivated at work.” So, what’s the problem? Are people lazy? Do they put too little effort into their work? Do they care too little about their own and their company’s success? Or do they just not know how to go about holding each other accountable in a way that motivates everyone to get the results expected of them? If asked to generalize, we would almost guarantee that it’s a matter of know-how and not a lack of motivation or a lack of willingness to take accountability.

True accountability is not about punishment. It is not about taking revenge against someone who has failed to meet your expectations. So, exactly what is it? For some, accountability is a way to “act,” a behavior you display only when threatened with punishment for poor performance. To others, accountability is an “attitude,” a way of looking at your circumstances, good or bad, and taking the view that only you are responsible for what you do next and that blaming anyone else for what happens will simply waste time and energy. To us, accountability, in its truest and most authentic form, is a personal “attribute” that exemplifies who you are. It is “a way of being” that empowers you, each individual on your team and every single person in your organization, to meet and even surpass your highest expectations.




THE TWO SIDES TO ACCOUNTABILITY 

Over the past two decades we have worked with clients intent on meeting the high expectations of their marketplace, shareholders, customers, and all  the other stakeholders. As we have helped companies of all types and sizes cash in on the organizational currency of accountability, we have become convinced that there are two very distinct sides to the accountability coin: one side of the coin is taking accountability yourself, and the flipside is holding other people accountable.

In our first book, The Oz Principle, we focused on the importance of people taking accountability for results. Recognized as a groundbreaking work, The Oz Principle, with its proven Steps to Accountability and its Above the Line philosophy, begins to establish the necessary foundation on which an organization can build an accountable workforce, from top to bottom.

In organizations without this foundation, it is easy to spot people lacking the personal engagement necessary for achieving results. Instead, they externalize the need to change, expecting someone else to supply solutions to problems and challenges. While they readily see the need for change in others, they fail to see it in themselves. People who take accountability for results internalize the need for change and embark upon the Steps to Accountability. They become self-motivated and resourceful, focusing entirely on what else they can personally do to achieve the desired results. They make it a habit to See It, Own It, Solve It, and Do It. They know that they can overcome whatever obstacles they face and create the results they desire.

Our second book, Journey to the Emerald City, also broke new ground as it explored the path an organization must take to create an organization-wide Culture of Accountability. A Culture of Accountability, by definition, is a team, department, division, or companywide culture in which people take accountability to think and act in the manner necessary to achieve desired organizational results. When an organization clearly defines the results it expects, it can more effectively pinpoint the shifts in culture required to achieve those results. Alignment around these shifts and clear accountability for moving in the defined direction, coupled with the integration of key culture management tools and the implementation of needed changes in organizational systems, accelerates the transition to a Culture of Accountability.

We have worked with over seven hundred companies and hundreds of thousands of individuals to implement the models and methods described in our books and our Accountability Training. As we work with executive leaders, middle managers, and frontline workers in organizations around the world, we rarely meet anyone who does not, in the end, want to take accountability, get results, and help their organization achieve its objectives. We are convinced that people are motivated by meaningful work and want to participate in a cause larger than the duties outlined in their own particular  job description. They take satisfaction in solving problems and overcoming obstacles. They are happiest when they demonstrate a can-do attitude and refuse to participate in the damaging cycles of blame, fear, apathy, confusion, and frustration that so often arise when results fall short of expectations.

Now, in this book, we examine the other side of the accountability coin: holding people accountable for results in a way that conquers all the damaging behaviors that permeate so many organizations today.

This book shows you how to hold others accountable for delivering on expectations in the positive, principled way that produces results. Never again will your attempts to hold people accountable backfire in a way that actually  hurts your objective. Never again will you feel at a loss, wondering what else you can do to get others to deliver on expectations. Never again will you be surprised at the outcome, wondering, “How did that happen?” in spite of all your very best efforts. By following the steps in what we call the Accountability Sequence, you will learn how to avoid the unpleasant “surprises” that plague almost every project and discover the key to getting things done through others. This was brought home to us while we were overseeing a backyard project, the construction of a pool and pavilion. It required the efforts of a number of tradespeople: a backhoe operator, a plumber, an electrician, a roofer, and a landscaper. All the usual “surprises” plagued the project. The backhoe severed a buried cable, the electrical conduit was initially laid out in the wrong place, and the construction crew couldn’t match the shingles on the house. Despite all those setbacks, it all came together one day, and we all stood around admiring the result. One of the concrete finishers who had been with the project from the beginning was leaning on a shovel nearby. “Hey,” he exclaimed, “this looks really good!” It did. We stood there looking at the finished product recalling all the challenges we had overcome and wondered aloud, “How did that happen?” While we asked this question about a success in a lighthearted way, we imagine that you have often asked it in dead seriousness about a surprising failure, one you might have avoided had you more effectively held others accountable for results.

Over the last twenty years, we have accumulated a library full of stories and case studies that illustrate how accountability, correctly understood and applied, produces results for companies all over the world. The stories you will read in this book have drawn heavily upon our own practical and real-life experiences with clients, illustrating both successful and failed attempts to hold people accountable. As you can imagine, many of our client companies have a standing corporate policy that precludes the use of their name in publications, whether the story makes them look good or not. We honor such policies and use such stories anonymously, camouflaging their names, industries, and settings to ensure confidentiality. Rather than repeatedly remind you that we have disguised a company or person, we will place their names in “quotes.” Rest assured, however, that the stories accurately describe what really occurred.

Many of these anonymous client stories actually reflect quite well on those involved and provide substantial evidence that the principles we teach really do work. The cases include a nationally branded eyeglass company, whose sales growth shot from 147 percent to 314 percent in one year after utilizing our training throughout their organization; a major exercise equipment manufacturer where, in two short months, revenue and profitability rose by 13 percent and 66 percent, respectively; and a pet care products manufacturer that achieved a 75 percent decrease in accidents, and a dramatic reduction in the time it takes to bring a new product to market. Accountable people get results. Accountable cultures produce results. The positive, principled approach to holding others accountable guarantees results.




THE ACCOUNTABILITY SEQUENCE 

It has taken us a lot of time, effort, thought, and experience to capture the positive, principled way to hold others accountable in a simple set of steps we call the Accountability Sequence. The Accountability Sequence is divided into two parts: the Outer Ring and the Inner Ring. In the first half of the book we cover the Outer Ring, where you form, communicate, align, and inspect expectations.

THE OUTER RING: ESTABLISHING EXPECTATIONS

[image: 002]

Notice that the Outer Ring deals with establishing expectations, the fundamental activity that both sets up and sustains our accountability relationships with others, and at the same time lays the foundation for effectively holding them accountable.

In the second half of the book, we present the Inner Ring, where you engage in an Accountability Conversation to determine the best way to deal with unmet expectations.

THE INNER RING: MANAGING UNMET EXPECTATIONS

[image: 003]

During the Accountability Conversation, you address the four main causes of missed delivery: poor motivation, inadequate training, too little personal accountability, and an ineffective culture. Solving these problems with the right solution (greater motivation, targeted training, a keener sense of personal accountability, and the right culture) can convert any unmet expectation into a success. In these chapters you will find an array of practical tools you can use to help the people on whom you depend solve whatever problems arise and successfully deliver on your expectations.

THE INNER RING: THE FOUR SOLUTIONS

[image: 004]

The complete model presents an overview of the sequential journey we will be taking together in the pages ahead. Moving from the Outer Ring to the Inner Ring, you will learn how to hold people accountable even more effectively than you do now—and probably better than you ever thought possible.

THE ACCOUNTABILITY SEQUENCE

[image: 005]

This model suggests a strong connection between expectations and accountability. In fact, we have come to understand that expectations and accountability go hand in hand. Throughout a normal day, we hold many people accountable to fulfill the expectations we have of them: peers, bosses, team members, employees, suppliers, and even customers. When you grasp the inseparable connection between expectations and accountability, you begin to discover the secret to holding others accountable. Consider this: What do you hold people accountable for? We think most of the people reading this book would rightly answer, “Results.” We also think that you mean the results you expect others to deliver. At the end of the day, you only hold people accountable for one thing: the expectations you have of them. Whether the expectation is for someone to turn in a report on time, make a sale this quarter, build a product according to certain specifications, or ship a part by a certain time of the day, they are all expectations and they are all things you need other people to do for you. The very process of managing those expectations is the act of holding them accountable. Performing this act the positive, principled way not only delivers results, it simultaneously raises both individual and organizational morale.




THE POSITIVE, PRINCIPLED WAY 

This book provides a variety of tools that will better enable you to get results through others. These tools show you exactly how you can more effectively get the people you depend on to fulfill your expectations. It shows you how to hold them accountable in a way that motivates, supports, encourages, and helps them to deliver. Each step in the Outer Ring offers a key tool that is easy to put to immediate use in your work.

In the pages ahead, you will find a rich assortment of “how-to” approaches and methods that show you exactly what you can do to implement each step of the Outer and Inner Rings successfully. Every step of the way we encourage you to practice what you are learning with a variety of useful devices: graphic models, self-tests, checklists, tips, and reality checks. Within minutes of finishing each chapter, you can apply a particular principle or practice to your work. It’s that practical, essential, and useful. Holding people accountable for results may be an essential philosophy for anyone intent on succeeding in today’s complex and fast-changing business climate, but that philosophy won’t make much of a difference if you  don’t have a concrete, step-by-step approach you can use to ensure your success.

How Did That Happen? offers a comprehensive approach to holding people accountable. You will find many models, exercises, tools, tips, and examples that will help you, and the people you depend upon, succeed. We think you will get the most out of the book if you take your time and return to it often to review and practice a particular step in the Outer or Inner Ring. This is a book that you should not plan to read just one time and feel that you have mastered the concepts. Instead, we invite you to take your time and return often to review a step in the Outer or Inner Ring and practice its application by using the tools we have provided. Each chapter contains a suggestion for application in a section called the Accountability Reality Check. We encourage you not to skim over this brief section, but to take some time to experiment with it. Doing so will help you to immediately apply the principles introduced in each chapter and see their positive impact on your daily work.

At the conclusion of each chapter we have included a recap of the major ideas and principles discussed in the preceding pages. This summary’s title, “The Positive, Principled Way,” reminds you that the tools and practices introduced in the chapter make the process of holding others accountable both “positive” and “principled.” The concepts, models, philosophies, methods, and ideas presented in the chapters are, in fact, the principles that cause people to feel that you are implementing accountability in a way that is fair, rational, predictable, and full of integrity. When people experience that kind of accountability, they willingly embrace it themselves.

Applying the skills presented in both the Outer and Inner Ring will help you hold all the people you work with more accountable for what you need them to do, right here and right now. If you make accountability your standard operating procedure, if you do it the right way, they may not know precisely how you did it, but they will know that something has changed: they may enjoy a relationship that runs more smoothly and more efficiently, they may sense a focus that did not exist before, and they may grow ever more willing and able to deliver the results you expect. At the end of the day, you will eliminate the surprises that come with bad news and missed results, and you will no longer find yourself shaking your head in frustration, wondering “How did that happen?”




Chapter One

THE OUTER RING




THE ART OF THE SEQUENCE 

Every day we see and hear examples in the business media and from our clients of circumstances that profoundly affect both individuals and entire organizations, largely because someone failed to hold someone else accountable for meeting specific expectations. Almost without fail, we can explain what happened by looking at the situation through the lens of the Outer Ring of the Accountability Sequence.

Case in point: After Hurricane Katrina killed more than twelve hundred people and devastated New Orleans and the Gulf Coast, leaving in its wake a disaster of epic proportion, most observers felt that the U.S. government handled the aftermath poorly. Its failure to provide timely relief to thousands of hurricane victims taking shelter in the Louisiana Superdome in New Orleans made headlines worldwide. The congressional investigation into what went wrong with the government’s overall response to the storm reveals a great deal about how a debacle like this can happen. And it highlighted the confusion, resentment, and finger-pointing that typically ensues when people are held accountable for fulfilling expectations that were not clearly established in the first place.

In July 2004, approximately one year prior to Hurricane Katrina, state, local, and federal agencies conducted a Gulf-wide exercise called “Hurricane  Pam” designed to test their collective response to a hypothetical disaster in New Orleans that included evacuating one million people and dealing with damaged levees and the destruction of hundreds of thousands of buildings. As observers later mused, the exercise was “eerily prescient,” as it foreshadowed, to an amazing degree, what would happen when Katrina struck. Before the storm ravaged New Orleans, the Department of Homeland Security had been given responsibility for the federal National Response Plan (NRP), designed to set priorities and delegate authority among responding local, state, and federal agencies in major crises in the event of an emergency. When Katrina did strike the coast, Homeland Security Secretary Michael Chertoff named Michael Brown, then FEMA director, as the principle federal officer (PFO) for Hurricane Katrina. Chertoff called Brown his “battlefield commander on the ground.”

This delegation decision, and the accompanying unclear expectations that came with it, set off a chain reaction that became the “delegation disaster” of the decade. Chertoff, in his first appearance before a House panel investigating the calamity, commented, “I knew I became more involved in operational matters than I would normally expect to be or want to be. . . . I am not a hurricane expert. I’ve got to rely on people to execute the details of the plan.” How had Katrina overwhelmed his organization? As Chertoff explained it, confusion over roles and decision-making, combined with conflicting information and reports of what was happening on the ground, left him and his team unable to deliver, despite the vast amount of state and federal resources available to his department for solving the problems they faced.

In retrospect, there were a number of clearly recognizable signs, evident from the early hours of the tragedy, that expectations would go unmet. Brown, as the House and Senate report points out, resented his appointment as PFO by his boss, Chertoff, and did not trust the secretary. The secretary did not appoint Brown until some thirty-six hours after Katrina’s landfall, despite pre-storm video briefings by the National Weather Service (which, by the way, erred by only slightly in its predictions of where, when, and with what strength Katrina would make landfall) and without regard to the preestablished procedure of appointing the PFO forty-eight hours prior to landfall. In addition, since FEMA was not a first responder organization for large-scale emergencies, the agency had not organized and equipped itself to perform the many duties required by such a monumental disaster—FEMA employs a mere twenty-six hundred people nationwide. Instead of focusing on the immediate challenge, the Secretary attended a conference on the bird flu in Atlanta the day after the hurricane struck land. As a  result, the government mounted what the House report called a Category One response to a Category Five event. Secretary Chertoff ultimately came under intense pressure to remove Michael Brown as PFO and assign that role to someone else. In the end, Brown resigned his post as FEMA director, and the House and Senate launched investigations into what went wrong.

Where did Secretary Chertoff go wrong? A thorough review of his actions with respect to the Outer Ring of the Accountability Sequence Model suggests that he did not sufficiently establish expectations for Brown and the other people responsible for the government’s reaction to the emergency. Had he formed, communicated, aligned, and inspected the expectation that the right people would be in the right place at the right time with the right resources to deal with such a large-scale incident, Brown, FEMA, and everyone else involved would have done a much better job serving the people of New Orleans. In fact, had Secretary Chertoff properly moved through the steps in the Outer Ring, he might have asked someone other than the reluctant Brown to head up the effort. The resulting failure of those he was counting on to fulfill his own expectations put Chertoff in the predicament that ensnares anyone who has not effectively established expectations: he was left holding the bag, answering questions about missed expectations, failed performance, and dismal results.

THE OUTER RING: ESTABLISHING EXPECTATIONS
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Successfully holding others accountable to deliver on expectations, and doing it in a way that makes others feel good about it, requires real  effort and skill, even though the process itself is quite simple. The effort to move deliberately through each step of the Outer Ring develops the skill associated with the positive, principled approach, and it yields predictable and satisfying results, taking away any mystery and confusion about what people are expected to do.

Many people do not take the time to follow such logical and deliberate steps consistently. Instead, they expect people to fill in the blanks and move forward, regardless of their lack of clarity, resolving issues as they go and troubleshooting problems as they arise. When it comes to holding others accountable, they often picture someone with two hands clenched around someone else’s neck, asking the question, “How in the world could that have happened?” Their experience has taught them that holding others accountable means issuing threats, shouting rebukes, and doling out punishment.

Unable to account for their own failure to effectively take the steps in the Outer Ring, they resort to holding others accountable by getting people to explain their failures and justify their unproductive actions. When they do that, they immerse themselves in an increasingly destructive process they hope will get themselves off the hook and put others on the spot to explain what went wrong. This process involves four familiar steps: Discover, Hunt, Scramble, and Hide. These four steps occur in most organizations at some time or another. People who follow them first try to discover  what happened and pinpoint the nature of the “failure”; then they begin the process to hunt down the guilty parties, scramble to make the best of a bad situation, and, finally, hide and hope that no one will figure out the enormity of the mistake and come looking for someone to blame. Unfortunately, Discover, Hunt, Scramble, and Hide too often describes what it looks like to hold others accountable for results in organizations today. Given their experience in corporate life, most people would say that to hold someone accountable means “to follow up when things go wrong to ensure that people answer for their failures.”

Our own definition, the one that drives the Outer Ring of the Accountability Sequence, empowers people in a practical and powerful way to influence results before things go wrong. To hold someone accountable means “to effectively form, communicate, align, and inspect the fulfillment of an expectation in the positive, principled way that enables people to achieve results now and in the future.”

This is not just an abstract, “feel good” dictionary definition, however. We have implemented it in a step-by-step process that works both for  us and for our clients around the world. When you use the Accountability Sequence to hold people accountable to deliver on expectations, you win, they win, and each of your organization’s stakeholders wins. Had Secretary Chertoff and his team used it, they would have saved themselves, their organizations, and the people their organizations serve a whole world of misery.

Although our approach to holding people accountable springs from a deep and abiding philosophy that accountability really matters in the world, we’ve taken it to the day-to-day practical level. Yes, you must learn to think about holding people accountable the right way, but you must also treat it as a practical skill you can develop with concentrated effort over time. Deliberately moving through the sequence, step-by-step, produces people who know what needs to be done, view it the same way you do, and deliver what you expect them to deliver, not just once, but every time!

The steps in the Outer Ring, as well as the methodologies within each step, provide a basic pattern you can tailor to each person in a way that works for them. We want to acknowledge that as much as we have worked to turn accountability into a science, there is still a lot of room left in the process for “art.” To master the art of the sequence you must learn to work with people using a general framework that you adapt and apply in a way that produces a result unique to the situation and circumstance. Regardless of the variations you may play on the basic theme, a thorough understanding of the principles that provide the foundation for successfully moving through the steps of the Outer Ring will help you hold others accountable the positive, principled way.




THE THREE AXIOMS OF THE OUTER RING 

Three axioms form the foundation for holding others accountable the positive, principled way and set the stage for taking the steps in the Outer Ring: the Accountability Fallacy, the Accountability Assumption, and the Accountability Truth.


The Accountability Fallacy 

The first of these axioms, the Accountability Fallacy, captures a common mistake people make when they assume that others fail to follow through  because there is something wrong with them. This false assumption comes easily to most of us because we so clearly see the evidence that convicts the culprits of not caring enough or not working hard enough to get the job done the way we expect them to get it done. Basically, we assume people to be guilty until proven innocent. When leaders fall prey to the Accountability Fallacy, they not only assume that their people are flawed, but that they themselves can do little or nothing to change those flaws except punish people for having them. Real accountability always requires us to begin by looking at ourselves for anything that might be missing.


The Accountability Assumption 

The second axiom, the Accountability Assumption, dictates that you should always begin with the assumption that, in any given circumstance, people are doing their very best to fulfill your expectations. This assumption, consistently applied, will start the whole journey toward holding others accountable on a positive and principled track. Whenever you begin by assuming the worst in others, you will most likely see their worst behavior (not to mention your own) emerge. The Accountability Assumption allows you to begin with the view that people want things to work just as much as you do and that they are doing all they can to make that happen. This approach not only brings out the best in you, but, with some rare exceptions, it accurately reflects the truth about the people with whom you work.


The Accountability Truth 

Under all of this lies the third and final axiom, the Accountability Truth,  which provides a more effective way of looking at the problem when people fail to follow through and deliver on expectations. By “truth,” we simply mean that when things go wrong, there is usually something wrong with what “I” am doing. When you embrace this principle, you take control of future outcomes and internalize the continual need to improve your effectiveness with respect to holding others accountable. Thinking and behaving this way produces better results. You become more proficient at getting things done through others. When you see yourself as part of the problem, you empower yourself to join the team that will do whatever it takes to solve it.




HOW DID I LET THAT HAPPEN? 

With the Accountability Truth in mind you can imagine that asking the question, “How did that happen?” does not generally produce an overly productive conversation. Certainly, understanding what went wrong is important, but this question usually places full accountability on those who fail to deliver and sheds little, if any, light on what you could have done to keep things on track. That’s one reason you should consider asking a better, more effective question when you feel that people have let you down: “How did I let that happen?”

Those two additional words can make a big difference. First, adding “I” to the equation shifts the focus from what everyone else didn’t do to what you can do to improve the situation. Asking, “How did that happen?” removes you from the picture, as though you played no role at all in whatever went wrong. Once you take accountability for your part in the failure to deliver, you empower yourself to get more done through others. Your effectiveness, or ineffectiveness, in applying the steps in the Outer Ring can significantly influence the overall success of anyone in a position to meet your expectations. In fact, in many of the cases we have encountered over the years, we have often found that the person originating the expectation, the one holding others accountable to deliver, actually contributed to the missed delivery. In most cases they could have avoided failure and enjoyed greater success by more effectively working the steps in the Outer Ring. We’re not saying that they alone caused the failure, but we are saying that they did not do a good enough job Forming, Communicating, Aligning, and Inspecting their expectations.

“Jim Simmons,” the chief executive officer of “Integrated Components” (IC), came face-to-face with the importance of asking that question when he desperately needed to raise capital to fund IC’s next stage of growth. Since the task required that he hit the road for several weeks, making presentations to potential backers, he expected his management team to keep the company on track and meet market expectations during his absence.

He had crafted a compelling presentation, highlighting the company’s main product, a patented medical device that would revolutionize the treatment of diabetics and ensure IC’s bright future. During what appeared to be a well-received presentation to a group of venture capitalists in Boston, he was presented with a set of financial statements generated by a third party that completely contradicted what he had just told the investment group.

Shocked, embarrassed, and dead sure the financials were wrong, he boarded the next jet, flew back to St. Louis, and convened an emergency meeting with his top team. “I can’t believe this!” he exclaimed. “This has got to be a mistake!” His people sheepishly admitted that there was no mistake. IC had failed to achieve the results Simmons had expected, results that he had now confidently promoted to the financial community over the past week. Simmons could not imagine a worse situation. As he went around the table, asking his team to explain the fiasco, listening to their explanations, he shook his head in absolute astonishment. “How did this happen?” he wanted to know.

In response, Simmons’s management team told him that they did not want to do anything that would take him off the road and interfere with his efforts to raise money. They passionately defended their actions, stating that they knew the immediate future of the company depended entirely upon his fund-raising success. They further justified their actions, explaining to Simmons that they had made every attempt to solve the problems the company faced and deliver the expected results. Simmons couldn’t believe his ears: all of this despite continual reports that everything was on track!

Simmons couldn’t help reflecting on just where it was that he went wrong. He wondered out loud if it were possible for him to have truly been that distracted to have missed what was really going on inside the company. He admitted to the fact that things can change very quickly in their industry, but he was astounded by just how quickly things had changed at IC. Upon reflection, Simmons began to realize that he was continually sending the message that only one thing was important to him, and that was to secure the financing. In fact, he recounted the numerous times in his mind when he told various members of the management team that he did not want to be in the loop on certain operational issues and that they needed to solve things on their own while he was gone. His reflection helped him take his share of the accountability for how they got into that mess and, more important, helped him realize what he would need to do differently in order not to repeat the mistake.

Including yourself in the accountability equation and accepting your role in getting things done through others provides a number of powerful payoffs:• Creates more positive relationships where people feel that you deal fairly with them and acknowledge the whole story and not just the part that emphasizes what they did or did not do.
• Helps you learn from your experiences when things go wrong because you no longer attribute the reasons for failure solely to someone else.
• Gets the process of fulfilling expectations back on track because you are willing to look objectively at “what else” you can do to ensure the outcome now and in the future.
• Develops a culture where everyone on the team can follow your example and become part of the solution, not just part of the problem.
• Establishes a positive work environment where people give their best effort because they feel motivated by principles that feel right and fair.



That’s a huge return on your personal investment. Adding the two simple words “I let” facilitates a major change in the way you look at problems or mistakes. Those two words lessen the shock that comes when people do not deliver, even when you think you did your very best to ensure the desired outcome. This does not mean that we don’t closely examine what others have done when our expectations go unmet. In fact, that is what the Accountability Conversation on the Inner Ring aims to accomplish, as we discuss in the second half of this book. Putting the “I” in the equation allows you to evaluate how well you hold others accountable and to identify where you can improve in your ability to help others fulfill your expectations.




THE ACCOUNTABILITY CONNECTION 

You “connect” with the people you work with as you share meaningful experiences and build a working relationship with them. As you have experiences holding people accountable, you form a unique connection with each person that we call your Accountability Connection. These connections are based on both direct and indirect experience with you and are seen as either positive or negative. Every accountability conversation you have with them perpetuates either that positive or negative connection. If someone feels that you have dealt unfairly with them, they will undoubtedly see the connection as negative. If they think you have treated them fairly and in a supportive manner, they will most likely view it as positive. These experiences accumulate with individuals over time and greatly  affect people’s responses to your efforts to use the steps in the Outer Ring to establish expectations with them. Most people intuitively know whether the accountability connection is positive or negative, but few pay much attention to managing it effectively. A keen awareness of your accountability connections can make a huge difference as you work to form, communicate, align, and inspect your expectations. The more positive your connections, the more successful your efforts to hold them accountable for achieving results. In the interest of space, we have only included five lines on this list, but feel free to make it as long as you like.

My Accountability Connections List 1. ___________________________________________________
2. ___________________________________________________
3. ___________________________________________________
4. ___________________________________________________
5. ___________________________________________________




Take just a moment now to consider the status of your connections with the people you hold accountable. To do this, we have put together five connection questions that you can ask the people you work with to help you determine the positive or negative quality of your connections with them.




THE FIVE CONNECTION QUESTIONS 

After you explain the concept of the Accountability Connection, ask them:1. Overall, do you feel we have a positive or negative connection?
2. If our connection were negative, how would you rate it on a scale from 1 to 10 (10 being the worse)?
3. What do I do to make you feel that our connection is negative?
4. How often does it seem negative: always, sometimes, or seldom?
5. Can you suggest ways in which I might improve my connection with you?


Opening this sort of a dialogue allows you to explore any current and significant disconnects. There is a tremendous difference between relatively minor disconnects, such as “I think a little more day-to-day courtesy  would make people feel better about their work” and the potentially disastrous ones, such as “My fear of retribution prevents me from speaking up when something has gone wrong.” As you review your accountability connections with people, consider the clues that often signal a negative connection.




SEVEN CLUES FOR DETECTING A NEGATIVE CONNECTION 

1. You visibly detect the other person’s frustration during your conversations.
2. You note that they tend to offer excuses even before you get into the subject.
3. You hear virtually no positive feedback about their working relationship with you.
4. You recognize that they talk freely when things are going well and clam up when things are going poorly.
5. You can tell they are avoiding you.
6. You wait in vain for a proactive report on their progress.
7. You find that your conversations with them usually focus on what’s not working.
If you detect three or more of these clues, then, no matter how positively someone may claim they feel about their connection with you, it more than likely hinders your ability to hold them accountable.

Interestingly, it is not uncommon for people to have misgivings about holding others accountable. We asked one of our clients, someone fairly representative of those we encounter in a typical organization, to describe the extent to which people in her organization held others accountable. She told us that some people at her company did a great job holding others accountable, some did a fair job, and some were downright lousy at it. When we asked her why some people do it poorly she replied, “35 percent is competency (they’re not good at it), 25 percent is a fear of what will happen if they do it, 20 percent is relationships, and 20 percent is due to the lack of clarity around what people should actually be held accountable to do.” Informally polling other clients has validated this phenomenon and helped us to tabulate the top five reasons why people don’t hold others accountable.




THE TOP FIVE REASONS PEOPLE DON’T HOLD OTHERS ACCOUNTABLE 

1. A fear of offending someone or jeopardizing a personal relationship.
2. A feeling that they lack the time to follow up effectively.
3. A lack of faith that the effort will make enough of a difference.
4. A worry that by holding someone else accountable, they may expose their own failure.
5. A reluctance to spark any potential retaliation.
One recent survey of employees who left their job found that 25 percent said they quit because of “ineffective leadership” and another 22 percent claimed they resigned due to “poor relations” with their manager. Put another way, almost half of all the people leaving their organizations say they are leaving because of a negative accountability connection with superiors. Considering the fact that it costs up to three times the amount of an employee’s salary to replace them, we suggest that organizations are paying an enormous price for not addressing and reversing the existing negative accountability connections. You can’t calculate the real price organizations pay for negative accountability connections in dollars alone. These negative connections also damage the morale of individuals, teams, and whole organizations, making it hard to get anything done, creating more stress for everyone involved, and throwing people into the resistance mode with all of its accompanying negative consequences.

Turning your negative connections into more positive ones fosters an environment where you can work more effectively with people in the Outer Ring. Doing so will greatly enhance your ability to move through the steps of forming, communicating, aligning, and inspecting expectations the positive, principled way.

If we revisit Jim Simmons, whom we met at the beginning of this chapter, we bet that Jim’s assessment of those he works with most closely—his CFO, the national sales manager, and the VP of manufacturing—might reveal that the connections were not as positive as they should have been, which may also help to explain why members of his team were not more forthcoming about missed targets. Remember, evaluating your connections may help you head off potential problems before they develop into unmet expectations.




ACCOUNTABILITY STYLES 

If you are like most people we know, when it comes to creating your Accountability Connections and holding others accountable, you do so with a particular style. Your own Accountability Style will reflect a natural preference for one of two different sides of a continuum. The continuum describes the extremes of the two styles that we tend to see: Coerce & Compel and Wait & See.

ACCOUNTABILITY STYLES CONTINUUM
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The two styles are fairly self-explanatory. Leaders on the extreme left operate with the traditional “Command & Control” style of management, acting like generals directing an army toward victory. To get results, they think they need to use the force of rank to make good things happen. In sharp contrast, those on the extreme right will sometimes bend over backward to do the work themselves and fail to involve others sufficiently to get the job done. While you may think you do not fall into one of these two groups, chances are that you do, at least to some extent. Everyone, to one degree or another, has an Accountability Style and leans toward one of these two categories. Don’t worry, though, because neither style is right or wrong and both have strengths and weaknesses. However, it is important to understand that you will not improve your ability to hold others accountable if you do not understand your particular style and how it affects the way you work with the steps in the Outer Ring. Take a moment now to complete the following self-assessment.

Accountability Style Self-Assessment
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Here’s how you can score the assessment:

Self-Assessment Scoring
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Where do you fall on the continuum? If you do not score a clear majority in one or the other style, then you probably spend some time doing both. However, since we all tend toward one of the styles, you could gain greater insight into your style by getting some feedback from people who know you well and will be honest with you. You can also visit our Web site  www.howdidthathappen.com and complete a more extensive self-scoring survey to determine your Accountability Style even more accurately.

As you can see, your Accountability Style suggests that whenever you do not effectively hold someone accountable, you probably make a mistake either by forcing things to happen (Coerce & Compel) or by taking too little action to follow up (Wait & See). Both styles incorporate certain strengths:
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On the other hand, both styles also display aggravating weaknesses, weaknesses that will, sooner or later, get you into trouble:
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Your particular style, which reflects your basic personality, greatly influences how you go about holding others accountable. In fact, few other traits make as much of a difference when it comes to getting things done through others.

We see it all the time in our practice. One successful entrepreneur we worked with, “John,” demonstrated all the qualities of the Wait & See style as CEO: a strong people orientation, lots of trust, and a preference to allow freedom, plus a hesitancy to step in too quickly. However, people in the organization did not think John was holding his international marketing VP, “Robert,” accountable. In fact, people felt John was letting Robert run wild. In his work and in his dealings with people, Robert came off as self-interested, independent, difficult to work with, and secretive. The situation caused one key person in the company to observe that John “totally gave him (Robert) power because there was no accountability.” Eventually, Robert moved his international marketing group to Brazil, where he maintained his independent, self-centered approach to getting things done, with John taking no steps to correct the problem, in hopes that things would work themselves out in time. Then things took a disastrous turn. Ultimately, it came to light that Robert was using company resources to do some third-party manufacturing and marketing with his buddies in Brazil for their own personal gain. Of course, John felt personally violated. Loyalty? Robert displayed none. The trust John had placed in Robert? Destroyed.

Contrast John’s story with that of another entrepreneurial CEO, “Joan,” who launched a start-up in the software development industry. Joan had built her success on the fact that she was always one of the smartest members  of the team, engaging in the work wherever it needed to be done. She did not hesitate to skip the chain of command and march into someone’s office to make sure projects were on schedule and that people were solving problems as they popped up. She knew the technology intimately. Her entire manner drove her relentlessly to question anyone on any topic in an effort to get results. That approach seemed to work for her until, in the wake of a merger, she inherited a larger organization from a successful but slower-moving company. Joan, always forceful and impatient, acted quickly to move people out of the way and force the organization into a faster operational mode. For the people in the target organization, it felt like “Hurricane Joan had struck.” Indeed, it had. Joan left in her wake a trail of dead bodies along with a number of survivors with almost no loyalty and trust. Within a short period of time, Joan managed to dismantle the old culture and install in its place an environment of fear, where people hesitated to try anything new. With all decision-making firmly under Joan’s control, loyalty sank to an all-time low. The company did make progress toward its objectives, but at a snail’s pace in a market that demanded the speed of light.

Think about it: two CEOs with two different styles reflecting the two extremes on the continuum, and two scenarios where style weaknesses inhibited the leaders’ abilities to hold others accountable, to form and follow up properly on an expectation to ensure that people not only fulfilled it, but felt good about it at the end of the day.

Acknowledging and understanding your Accountability Style marks the best beginning for your journey around the Outer Ring. Once you gain that understanding, without feeling that you are “bad” or “wrong” because you act the way you do, you can start adjusting your actions in a way that will put you at a more optimal point on the continuum. We label that point on the continuum the “Positive, Principled Way” and consider it the perfect blend of strengths from both accountability styles.

THE POSITIVE, PRINCIPLED WAY
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In the middle of the continuum, you will find a more thoughtful, more deliberate, and more methodical approach to holding others accountable. It is the result of following the sequence of steps in the Outer Ring of the Accountability Sequence. Whatever your style, however well or poorly you currently hold others accountable, by following the sequence, you will more effectively tap all the strengths of both styles while mitigating their weaknesses.

For each step of the Accountability Sequence, we will point out how the styles affect your ability to implement that particular principle or tool. Since the styles so strongly affect how anyone progresses through both the Inner and Outer Rings, we will offer hints, suggestions, reminders, cautions, and recommendations along the way that will help you use your style to its best advantage.




ACCOUNTABILITY REALITY CHECK 

In each chapter, we will encourage you to take time to apply what you are learning in your daily work. The Accountability Reality Check provides hands-on exercises that test your learning and, at the same time, provide potentially valuable insights into how you can improve your ability to hold others accountable.

Try this. Revisit your Accountability Connections List completed earlier in this chapter and consider each person you placed on it in terms of the Top Five Reasons People Don’t Hold Others Accountable. Do any of them apply? If so, jot that number next to the name of the person. After you have done that for each connection, try to see if a pattern emerges or if the reasons vary from person to person. Have you avoided holding someone accountable? If so, what can you do about that? Having worked with many people just like you, we have become more and more convinced that traveling the Outer Ring will largely address the barriers to creating a culture and work environment where people, yourself included, effectively hold one another accountable the positive, principled way.




THE OUTER RING 

When we introduce the Outer Ring to people, most nod their heads in agreement because it strikes them as basic common sense. To most people  the steps of forming, communicating, aligning, and inspecting expectations seem quite intuitive. In our view, that’s what makes the sequence so powerful. It is simple and intuitive. Problems arise, however, because common sense does not always translate into common practice. The Outer Ring captures the essence of what it takes to get things done through others by effectively establishing expectations. Find someone who does that really well, and you will have found someone who knows how to follow the steps smoothly and effectively.

By using a systematic, sequential approach to holding people accountable, you accentuate the strengths of your style, mitigate its weaknesses, and create positive Accountability Connections. With some thoughtful preparation and patient practice, anyone can master the art of the sequence. Mastering it will empower you to help people deliver on all your expectations, and it will help you develop individual talent and organizational capability, valuable resources needed to succeed in this fiercely competitive world. To capture all of the advantages of this technology, we recommend that you integrate the Accountability Sequence, with its positive, principled approach, into your talent management, leadership development, and performance management efforts. There is no question in our minds that getting everyone in your organization on the same page with respect to accountability can make all the difference between average and world-class performance. Ready? Let’s take the first step of our journey around the Outer Ring by learning how to form expectations.




End of sample
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1. Youwonder why the people you depend on just “don’t seem to
getit”

2. Youareoften disappointed with the results people deliver and
routinely ask the question, “How did that happenz”
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"THE POSTIIVE, PRINCIPLED VIEW OF
SOLVING UNMET EXPECTATIONS
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‘OUTER RING TRIGGERS

People cannot aceurately articulate
what you expect.

People signal that they find the.
expectations unrealistic or
confusing.

People do not seam to understand
the “why” behind the expectations.

People show signs that they are not
aligned with the direction you have

People do not proactively report
the progress we expect.

INNER RING TRIGGERS

People fail to deliver the result.

People appear to lack the
resaurcefulness that only comes
when they have invested their

“hearts and minds” in the effort.

People clearly ack the skl to
deliver on the expectation.

People fall Below the Line far too
often; they make excuse after
excuse for their lack of progress.

People’s beliefs about how things
really workin the organization
impede them from doing what
needs to be done to achieve results.
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RESPOND TRUE OR FALSE TO THE FOLLOWING STATEMENTS.

PEOPLE WOULD SAY

1.l carefully consider what | want to have happen before | start
communicating what | want people to do.

2. I havea good feelfor how long i takes to get things done and
1am firly realistc in my requests for turnaround.
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DEFLECTING

Avoids taking any risk
that might result in
filure.

Usually feels like a victim

Often operates ina
“tell-me-what-to-do”
mode

Runs for cover and
denies any responsibilty
for what happened when
things go wrong,

Sees any obstacleasa
reason to stop working

CALCULATING

Carefully determines.
what risks to take

Can drop Below the Line
ikl dspsningupon

Can appear inconsistent
in his/her work ethic,
sometimes giving

an extraordinary
effort, other times a
halfhearted one

Often tells a carefully
crafted story about why
it was not his/her fault
‘when things go wrong

Views obstacles cither as
roadblocks to progress
oras exciting challenges,
depending on his/her
interest in the task.

EMBRACING

Willngly takes risk
because helshe does not
fear faiing

Takes responsibilty
for circumstances

and spends lcle time
externalizing the reasons.
for a lack of progress.

Ustally takes
the iniiative and
demonstrates great
resourcefulness

Admits hisfher own
mistakes when things go
wrong,

Greets obstacles as
challenges that he/she
can creatively attack





OEBPS/conn_9781101133415_oeb_032_r1.gif
THE TEST

You ask lots of questions that make
people feelas if they are being
interrogated.

‘When youare done, people feel that
they have passed or faled.

Youmake people feel asif the grades,
particularly the bad ones, are posted
publily.

The person testing acts more like a
proctor, making sure people don't
do anything wrong, but not really
providing much help.

THE CHECK-IN

You create a two-way conversation
that feels more lie  dialogue.

When you finish, people feel that the
grade s pending, but will be higher
because of the interaction.

You make people feelas if problems
and mistakes are stil somewhat
private and that there is time to
overcome them.

The person checking in acts more.
like a mentor providing needed

support and making sure people do.
the right things to ensure the resul.
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Your Score.....

18-21 Points.

14-17 Points

10-13 Points

7-9 Points

Means You Areln...

“BURN OUT" mode. You need to make some changes
that will work in the long run because you cannot
‘maintain this pace.

Potential prices you may pay if you don't make
changes: personal problems such as a decline in health
and family stress and a potential “disaster” for your
company. Your increased inability to get aligned with
key expectations will prove to be an obstacle to fulfill-
ing them.

“OVERWHELM” mode. You feel swamped with more
work than you can handle. You may be keeping all the
balls in the air, but you can easily drop one or more at
any time.

Potential prices: you will either progress into
“burnout” mode or move on to another job working
for someone else. Your workload reduces your ability
to getaligned

“MAKE IT HAPPEN" mode. You are busy, but not so
busy that you feel overwhelmed or burned out. You
know you can handle all your work, and you feel confi-
dent you can fulfill everyone’s expectations. Your abil-
ity to maintain the pace and remain aligned make it
quite likely you will fulfill all key expectations.

Potential prices: you know you can offer your orga-
nization or team even more. A greater investment on
your part could assist the organization in fulflling key
expectations,

“ICAN DO MORE” mode. You're doing your job, but
you could do much more to help the organization reach
a higher level of performance. You have invested your
hands and feet, but probably not your heart and mind.
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RESPOND YES OR NO

1.l often find myself waiting for people to report back.

2. I frequently find myself reprimanding people for not doing what
they say they willdo.

3. 1 often find myself wondering f people are doing what | asked
them to do.

4. 1 can bea lle incimidating to others when they miss their
deadines.

5. People can feel | am prexty easygoing when they don't follow
through

6. 1am presty relentless in my follow-up of others to make sure.
they deliver on the expectations | have of then.

7. Ifreely hand off asks withouta ot of folow-up, trusting that
people will gt it done.

8. People often feel that | expect too much of them.

9. lofcen assume, without checking to see i it i accurate, that
people are doing what | asked.

10. Frequently, | have to “chase’ people down to geta status repor
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ResuLts-PropuciNg TRAINING FRom PARTNERS IN LEADERSHIP

Partners In Leaership offers Three Tracks to Creating Greater Accountabilty.  This proven
onl

Three Track Traiming approach delivers results by helping cients achicve key organiz

objectives, such as increasing revemues and profiabilty. reducing costs and successfull

implementing major organizationsl initiatives,

culture track others track
The BUILDING An The HOLDING Other
countability Track countable Culture Track | Accountable Track
The Oz PRINCIPLE The CULTURE of The ACCOUNTABILITY
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chicctives
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For two decades. Partners In Leadership has assisted clients in implementing these re
,|

fcs that assist leaders and teams in achicving their key

producing principles and technol

results. The services they provide include

- Corporte Training and Leadership Development - Train-the-Faciltator
- Sales Orgunization Training - Exceutive Coaching
Speakers and Keynote Addresses Business Consulting Services

e about Accountability Training, the Three Tracks To Greater Accountability

traiming and consulting services offered by Partners In Leadership, please visit them at

Phonc: 800 5016070

Web: wwwhow

hathappen.com
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lomplimentary

How Dip THAT HAPPEN?
RESOURCES

Visit www.HowDid ThatHappen.com/hdthResources
to download these FREE resources:

Individual and Team Assessments

How effective are you at holding others accountable? How
about your team? Find out the answers to these questions
by taking a variety of self and team assessments, Compare
your individual score to the general bus

ness population. See

how well your team is doing and compare the results to other

business professionals.

Author Webinars

Can you and your organization affard to ignore the concepts
of accountability? Hear the authors discuss how  the
implementation of these principles has helped organizations
achive their business results.

White Paper

Would you like to read an overview of how to achieve results
throughgreater accountability in your organization? This white
paper introduces you to the essential concepts of Creating
Culture of Accountability which leads to increased revemcs,
reduced costs, and the successful implementation of key

ntary offering good through November 1, 2009

Visit www.HowDidThatHappen.com/hdthResources
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PHASE THREE
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COMPLYMENT

People need constant reminders
about “why we are doing this.”

People don't give a 100 percent
effort.

. People go through the motions and
focus on just doing enough to get
the job done.

People exhibit no visible
enthusiasm for the task when they
discuss i¢ with others.

. People get stuck quickly and
don'tknow “what ele to do’” to
overcome tough obstacles.

COMPLETE ALIGNMENT

People talk about the importance
and positive impact of what they
are doing.

People give it 100 percent.

People invest themselves and
work to get the job done, adding
cheir own personal touch with an
obvious sense of ownership.

People speak with conviction
about the importance of what
they are doing.

People think creatively and
stretch thamselves to overcome
all the obstacles they encounter.
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HOW DID

THAT HAPPEN?

Holding People Accountable
for Results

the Positive, Principled Way

ROGER CONNORS
a0 TOM SMITH

PORTFOLIO
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ORGANIZATIONAL
INTEGRITY VALUE

Follow

Through

Get Real

Speak Up

DESCRIPTION

1do what | say | will do; | make
every effort to meet deadines
and keep their commitments.

Iam commitced to getting
€0 the truth; | strive to learn
what people really think and
o acknowledge the way things
reallyare.

Isay what needs to be said, no
matter what.

ORGAN/
CHAIN
GRADE

seLF
GRADE
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9-15 points

5-8 points

A top-down Accountability Current most liely flows
through your Expectations Chain. This means that you
are probably working harder than you should to get the
benefis of accountability and will gt “more for less” by
changing the flow’s direction.

Abottom-up Accountability Current probably flows
through your Expectations Chain. You have effectively
created a culture where people take accountabilty. Your.
long-term success will depend on sustaining this culture.
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the Positive, Principled Way
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SCORING

1fthe majority of “Yes” responses
is marked for the even-numbered
questions, your style i:

Ifthe majority of “Yes” responses
is marked for the odd-numbered
questions, your style i:

YOUR ACCOUNTABILITY STYLE

Coerce & Compel

Wait & See
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Dol
find myself fecling overwhelmed with
the amount of work that | have to do?
feel I am in 2 no-win situation!

ehink | will miss some deadlines?

believe things willstay pretty stressed
in the future, with no “relief” in sight!

feelstressed about the mounting
priorities and my abilty to complete
them?

feel that | am unsble to succeed
because of my workload?

get frustrated because people do not
see the impossibility of what | am
being asked to do?

Column Score

Total Score

coLuMN
ONE

Allthe
time

Yes
Yes

Yes

Totally

Allthe
time

Yes

coLumn
™o

Often

Maybe
Maybe

Not
Sure

Some-
what
Some-
times.

Some-
times.

coLumm
“THREE

Never

No

No

No

Notat
all

Never
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LITERAL LISTENER

Listens with exactness to what
someone says

Tends o ask questions to clarify
exactly what others mean

Pays attention to the meaning of
words

Takes the communication at face
value

Passes the communication through
fewer filters

FIGURATIVE LISTENER

Listens for the general idea behind
what someone says

Tends not to ask questions,as long
as the general idea is clear

Pays atcention to the feelings and
emotions behind the message

Looks for hidden meanings

Passes the communication through
many ficers
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From THE BESTSELLING AUTHORS

s s and_demo

The 0: Princple describes what we've all suspecte —that it sn't

just Americaincrisis but the American characte. The good news
is that Connors, Smith, and Hickman also deseribe the 'yellow
brick rosd we must follow to rebuild the dominant qualitics
required to chieve success.”

. Covey, Auth

€ The Seven Habits o Highly Efective Peoplean
Principled. Centered Leadership

Journey To The Emerald City

How different would your world be if everyone round you
looked for solutons and not excuses?

Jourmey to the Emerald Giyis a mustread for everyleader dealing.
with change and the need (o create greater accowniabilty an
improsed performance. This book oulines a process that delive
resultsand improves performance in a powerul vay that reaches
every level of the organization, from the exceutive team 1o the
front-line workers

erbeck, President & CEO, ALARIS Meical Systems

How Did That Happen?

How do you hold othe
produ

How Did That Happen? is s wonderfully written journey into the
reslmof personalaccountability thateveryleader andsubordinate
should take. It i especially timely and speaks to the important

challenges and opportmities facing every business today

Emmett Murphy, Authorof the NY Times B

wess Bestseler Leadership 10

[P Ptnens InLeadership
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237

The Most Common Mistakes People Make When
Communicating Expectations

Six Ways to Craft a Compelling “Why"

Boundary Questions

Questions to Ask Yourself to Assess Why-What-When
Complyment versus Complete Alignment

What Their Rating Means

Position Power/Persuasion Power

Alignment Meetings Agenda Items

Reasons People Don't Want You o Inspect

The Test/The Check-in

The Right Questions ...

Five Clues for Knowing When You Are Under

the Influence of a “Phantom Realit

Traditional View of How to Solve Unmet Expectations
The Positive, Principled View of Sol
Unmet Expectations

The Accountability Conversation

Conversation Killers
Tellale Measures of Motivation

The Why Questions

Cause Killers

Liscening Styles

Communication Styles

Ten Feedback Lessons

Characteristics of the Accountability Attitudes
Triggers That Move You to the Outer or Inner Ring

Conel
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IF YOU RESPONDED TRUETO ...

All10 statements

8.9 statements

57 statements

THEN YOU ARE .

an EXPERT at deliberately and
consciously forming expectations.
People understand what you expect
of them.

PRO who s very conscious about
heling people successfully do what you
ask of them. You lso recognize that you
could improve your skils in this area.

an AMATEUR or about average in
your abilty to form expectations.
methodically. You could beneficfrom a
much more deliberate approach,
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Tcan easily identify the top area in which I need training and
cansee how that training would allow me to deliver more fully
on the expectations others have of me.

I have participated in some kind of training during the last
year to enhance my ability to fulfil the expectations others
have of me.
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“HANDS AND FEET"

People are more tactical in the way
they work,

People make sure they complete the
task at hand, sometimes even when it
does not make sense to do 5o.

People easily fallinto the “tell me:
what to do” mode.

People demonstrate less creativity in
solving problems.

People typically don't speak up
because i’s just not worth the effort
to them.

People define success by the amount
of time and effort they expend on
thejob.

People are not “into” their jobs and
Tack ulfilment.

“HEARTS AND MINDS'

People are both strategic and
actical i their approach to the job.

People make sure they get the
result, increasing the amount of
personal effort to meet the need

People don't solely wait for
inscructions, but show a lot of

People get encrgized by solving
problems creatively.

People push back f something does

ot make sense to them.

People define success by the results
they get

People are engaged in their work
and find their obs highly satisfying.
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You often feel as if only you are fully accountable to do what-
everit takes to make things happen.

You must constantly follow up on everyone to make sure the
ight things happen.
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ALMOST
ALLTHE FREQUENTLY ~SOMETIMES
TIME

1 am surprised to learn that
people have not made the
progress | thought they
should have made.

1 find myself wondering,
“How did that happen’”

I feelas ifl am the last to
know about important
setbacks that interfere
with the abiliy of others to
achieve my expectations,

1 worry that people
misunderstand my
expectations and what |
need them o do.

1 do ot see people
proactively reporting on
their progress.

RARELY
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IF YU,
ScoRE

18-20

15-17

1314

YouR
SURPRISE
LEVEL

Swpefaction

Bewiderment

Disbelief

Confusion

Unaware

OUR ADVICES ...

Off the charts! Thereis a disaster in the making. You
desperately need to take the clement of surprise out
of your business practice by inspecting exactly what
you expect.

You are just not sure what the problem i. Most
likely,you have idencfied it as the people you are
working with, and not the way you ar working with
them, that s leading to the surprises.

You hope to see  different result, although you
know you probably won',insituations where people,
including yourself, keep making the same mistakes.

Surprises happen to you often enough to make you
wonder if things could sil be significntly more
efficient.

You either establish reall low expectations, making
it hard for people to surprise you, or you are smply
unaware of what is really going on. In either case,
you will benefit from learning how to improve your.
nspections.





OEBPS/conn_9781101133415_oeb_002_r1.gif
oMM






OEBPS/conn_9781101133415_oeb_006_r1.gif
S0 o

N
@
-4
w
=
2
o

Losasn






OEBPS/conn_9781101133415_oeb_025_r1.gif
POSITION POWER

You tell people what you are thinking
and then ask them to share their
views, looking more for validation

of your opinion than constructive
disagreemen.

You keep information to yourselfand
don't try to persuade people.

You truncate the process too quickly,
wanting to move on, whether people
are ready or not.

You tell people, “Thisis the way iti.

You say you want to know what
people think, but then find ways to
remind them that you're the boss and
thisis your call

PERSUASION POWER.

You encourage people to speak up
and tellyou what they really think,
Waiting to express your own views.
untilafter you have heard theirs.

You provide information that
will help convince people of your.
expectations validiy.

You display appropriate patience with
the process,allowing people to work
through the issues.

You give people a chance to buy i to
where you want them to go.

You invite candid comments
in'a variety of ways—private
consultations, e-mail, and s0 on—in
order to understand what people
really think.
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PHANTOM REALITY
REALITY

Aninnacurate An accuate Winat you want
descrptionof  deseriptionof t0 have happen
ow things. the way things

realyare really are
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‘COERCE & COMPEL
STYLE DISADVANTAGES

Intimidates others

Overreacts to bad news.

Tends to “force”

hings to happen
Willingly sacrifices relacionships.
Resists 2 people-oriented approach

Lacks sufficient rust in others

WAIT & SEE
STYLE DISADVANTAGES

Avoids a proactive approach
Strikes people a disengaged

Makes fase assumptions that things
are happening

Does not fllow up often enough

Tends to err on the side of not
intervening

Sets low expectations.
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LITERAL COMMUNICATOR

Carefully selects words to reflect
precise meaning

Tends to emphasize details i their
instructions, leaving nothing to
chance

Prefers short and pointed

Expects people will do exactly what
they aretold

Views communication as a tactical
experience for getting information

FIGURATIVE COMMUNICATOR

Uses words to express what they
feel about the topic

Covers the topic in 2 conceptusl
way, providing a “big picture’
perspective

Enjoys lengehier and more engaging

Expects people to figure out what
todo

Sees communication as a rapport-
bulding experience for connecting
with people
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I hear people describing the cause to others and repeating it
frequently.

1 find myself regularly talking about the cause in compelling
ways.

I feel personally committed to the cause and feel that my own
heartand mind are fully invested.

1 can see evidence that people are aligned with our direction
and are actively engaged in making it a realiy.

1 find that people are so passionate about our cause that they
express their opinions openly and frequently if they think we
are gettingoff course.

From time to time, I am amazed at the effort people make and
the resourcefulness they demonstrate in making sure we are
on track to get the result.

Isee a number of the positive signs of the Telltale Measures of
Motivation (see page 148) in people throughout the Expecta-
tions Chain.
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Make sure the prot

Is not on the Outer Ring,

Select an Inner Ring Solution

Use the Outer Ring to implement the plan





OEBPS/conn_9781101133415_oeb_066_r1.gif
198
204
23
235
26
297
239

PAGE

2
37
I
90

102

103

106

156

175

198

213
29

PAGE

2
2
2
24

27
2
4l

360° Accountability
The Results Pyramid

The Five Common Accountability Cultures
The Outer Ring: Establishing Expectations
The Inner Ring: Managing Unmet Expectations
The Inner Ring: The Four Solutions

The Accouncability Sequence

SELF-ASSESSMENTS

Accountabiliy Style Self-Assessment
Clues to Assessing How Well You Form Expectations
The Deliberate Leader Self-Test.

The Keeping-Up Quiz

“How Often | Get Surprised”

The Surprise Meter

Am1a Chaser!

How Strong Is Your Cause?

How Conscious Am 12 Self-Test

Which Way Does Accountabilcy Flow

in Your Organization?

Culture Questions

Organizational Integrity Assessment

CHARTS AND LISTS

My Accounability Connections List.
The Five Connection Questions

Seven Clues for Detecting a Negative Connection

The Top Five Reasons People Don't Hold

Others Accountable

Accountability Style Advantages

Accountability Style Disadvantages

Suggestions for Working with Your Expectations Chain
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3-4 statements

Fewer than 3 statements

2 NOVICE at forming expectations ina
‘way that sts people incuding yoursel)
up t0 win. Your willngnes to see reality
wilhelp you succeed inapplying the
princples i this book.

3 BASKET CASE (just kidding). You're
il uncertain sbout how to form key
expectaions. The goud news i thac
youwil see big didends and grescer
uccess workin through others 35 you
3pply the princiles i this book.
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People feel that they often waste time working on things you
ask them to do because your priorities often seem to change.

. The people you work closest with are not able to articulate
what is most important to you with any degree of certainty.

You tend to understate what you are really asking people to do
because you don't want to strain relationships.
You tend to assume people already have the vision of what
needs to be done and, as a result, don’t take the needed time to
form specific expectations.

. You often have to re-explain and clarify with people what it is
you really want.
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3. T have encouraged the people I am counting on to get the
training they need to ensure their ability to deliver.

4. Thave supported (both directly and indirectly) the training of
others in my Expectations Chain during the last six months.
5. Toften suggest additional training for others as a remedy for

unmet expectations.
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I give thoughtful consideration o the:
form and always write them down.

ey” expectations that

Ihave a good read on organzational capacity and believe I know
what s being asked of the organization and how much effort is
being required to accomplish it—no one would say | am “out of
touch.”

Itake the time to test my requests against current organizational
efforts and priorities to make sure they ft; when they don't,
Itake those requests offthe lst.

I consider all the people who willbe involved in helping fulfl
my expectations, both inside and outside of the organization,
before | form my expectations,

1am good at making my expectations simple and clear so that
others can casly transfer the idea to everyone up and down the
Expectations Cha

1am confident the people | work with can readily and accurately
list what | consider to be the “key” expectations that | have of
them,

Ialways make sure that “key” expectations are measurable.

. 1am not impulsive and spontaneous when it comes to telling

others what | expect of them.





OEBPS/conn_9781101133415_oeb_035_r1.gif
“TRADITIONAL VIEW OF HOW 0 SOLVE
UNMET EXPECTATIONS
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Your ability to get aligned with key expectations may
actually diminish if engaging at a higher level makes
you uncomfortable or requires more change than you
want to make.

Potential prices: the organization or team suffers
from too little of your heart and mind investment
in improving performance and going beyond the
expected. You may lose interest in your current work
and move on to another more challenging and reward-
ingopportunity.
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IF THEY
RESPOND.. ..

2

56

78
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THEN THEY PROBABLY ...

disagree with the direction you have asked them o go. It will
take some significant work and real understanding to move
them. Requiring them to move forward without resolving
their concerns will most likely lead to resistance and then
resentment.

agree to some extent with the “Why."but probably don't
really gt it. They most liely worry about the “How'” and find
the expectation difficul to achieve. You can convince them

to change their minds, but you need to speak directy to their

hold some doubs about what they are being asked to do.
They may understand the “Why," but not the “Why Now:"
Getting to the bottom o their ssues and resolving them will
help get them on board quickly.

agree, butafter some additional dilogue wil most ikely move
forward with both their hearts and minds invested

support the direction enthusiastically and are ready to move
forward
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1 find myself having to take the initiative to ask people for a
report on progress.

People are not prepared to provide the information I need
when Lask them forit.

. Tspend time tracking people down to find out how things are
progressing.

Peopleare not very good about letting me know what s going on.

1 find myself asking lots of questions to get the information I
need, when I need
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People generally do not report on their progress unless you ask

them to doso.

2. You focus on “holding people accountable,” as opposed to get-
ting them to “take accountability.”

3. When problems arise, people do not move forward without

your involvement.
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COERCE & COMPEL
STYLE ADVANTAGES

Takes action and steps in when things
gowrong

Exercises persistence i follow-up.

Doesnt give up easily

Ensures frequent, regular reporting

Communicates high expectations.

Stays focused on the task at hand

WAIT & SEE
STYLE ADVANTAGES

Strongly supports people

Emphasizes giving people freedom
o succeed or fail

Places  lot of trust in others
Steps in with great caution

Builds strong loyalty and support in
others

‘Thoroughly thinks through
intervention before acting.
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Describe it

Demonstrate it.

Debrief it.

Do it again, but better!






