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INTRODUCTION:

Y OUR COMPETITIVE ADVANTAGE

Introduction: Your Competitive Advantage

No More Excuses is not a slogan. It is a competitive choice. Whether you are trying to hold onto your job or expand your enterprise, whether you are trying to create a new business relationship or improve your communication with key stakeholders, or whether you are trying to find a new customer or retain a major client, you will always find that personal accountability differentiates you from your competition and give you the competitive edge. Account-ability is not a consequence. In order for it to become your
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Transparency Means Being Accountable for

Doing the Right Things—from the Top Down

Organizational governance systems are like machines,

and the only oil that actually makes these machines

work is the oil of confidence. To generate confidence

and trust, you need transparency. If there is no trans-

parency, there is no trust. If there is no trust, the basic

architecture of any company just falls down right
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How Will You Respond?

We cannot control what happens to us, but we can

always control how we react to what happened, and we

can always make good choices around what happened.

—Roger Staubach

 

Expectations: Be accountable for establishing the right

Introduction: Your Competitive Advantage

supporting and contributing to the relationship, there can be no true leadership, and no effective implementation, at the group or organizational level, of any of the other accountabilities.

When you are accountable for supporting and contribu-ting to your relationships, you are acknowledging that there is no such thing as ‘‘group accountability’’—there is only the accountability of one person to another.

Introduction: Your Competitive Advantage

They can affect and enhance virtually all aspects of your life, as well as the lives of people you touch. These Five Accountabilities not only transform businesses, organiza-tions, and communities but also help us to improve the larger world we all share.

 

ARE YOU IN THE ZONE?

Introduction: Your Competitive Advantage

You’re going to be hearing a lot about strategic intent in this book. Your strategic intent is the driving, overriding goal that motivates and inspires you. It’s the goal that everyone gets—not the tactics that support that goal. (Those tactics are your right things.) Strategic intent is going to the moon for the first time and getting back safely; it’s launching a startup that creates a whole new industry by winning 100,000 new customers in its first year; it’s making $250,000 in personal income for the year, when
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When you are in the Accountability Zone, you encourage open dialogue and discussion rather than sealing yourself off from it. I call this engagement.

Engagement means connecting with other people. If you’re not willing to communicate with people about what-ever you’re doing that affects them, you are not in the Accountability Zone. Very often, leaders of governments, corporations, and other larger entities must make a special point of identifying at least one individual whose job it is to
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do on your own, or it may be something you have to get some help with. After all, some of us have a few stake-holders to listen to, some of us have hundreds or even thousands, and some of us have millions!

When you are in the Accountability Zone, all stakehold-ers know what you’ve done, where you stand, and why. You are operating above the board. I call this transparency.

Most of the high-profile scandals in which business peo-ple, politicians, and celebrities find themselves enmeshed
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Accountability Zone by keeping key stakeholders in the dark about important choices. This is a seemingly small decision that inevitably echoes larger and becomes more destabilizing over time.

When I’m working with organizations to create a culture of accountability, my clients will sometimes ask: ‘‘How do we create an Accountability Zone?’’ I think it’s more a matter of knowing when you left it. Your own private Account-ability Zone is always there waiting for you. Here’s a quick
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them, the lesson remains the same: The Five Accountabil-ities work, if you are willing to use them to change your own life first by expanding your current Accountability Zones and creating new ones as you go along.

This book includes interviews with Highly Accountable People from all walks of life—including corporate CEOs, politicians, professional athletes, educators, a conqueror of Mt. Everest, and even the man who led the effort to write the new constitution of South Africa. These Highly Account-
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ways to model the Five Accountabilities for your team. I believe we can all model the highly accountable achievers who have made these five commitments a daily blueprint for living. What’s more, I believe that these are the founda-tion of all great achievements, both on the individual and the organizational levels.

 

The Key Drivers
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How to Use This Book

Three: Check Chapter 8 for long-term advice on how to

create a culture of accountability within your organi-zation from the remarkable gathering of Highly Ac-countable People who shared their experiences in this book.

 

ACCOUNTABILITY MASTERS

The Highly Accountable People who agreed to be inter-
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THE $10,000 QUESTION


No More Excuses

previous night. The ceremony started at 7:30 P.M. and wouldn’t be over until past 9:30 P .M. When I realized that I had a family commitment on the evening of the seven-teenth and a speaking date on the morning of the eigh-teenth, my stomach started to churn. I’m a frequent flyer, and frequent fliers who live in St. Louis know that the only way out of our fair city after 7:00 P.M. on a Thursday is on a donkey . . . and a donkey definitely wasn’t going to get me to D.C. by Friday morning.

The $10,000 Question

The lowest bidder to get me from St. Louis after gradua-tion to Washington, D.C., in time for my speech was $10,000.

I now had a $10,000 question: What am I accountable for—and to whom?

Was I going to pick one commitment over the other, or was I going to write the check? Every time I thought about letting one or the other of those commitments slide, I thought about the guy who’d be looking back at me from
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of person who looked away from either of those commit-ments. Often, as this story illustrates, it takes self-discipline to live our life with ethics, morality, and integrity. Yes, in doing so there will be some late flights and some large bills if you hold yourself accountable. But accepting all of those challenges beats the alternative: making excuses.

That’s exactly what I would have been doing if I had gone back on either of those commitments: making an excuse to myself first—telling a story, buying it, and then passing that

The $10,000 Question

It’s about launching your own global No More Excuses movement by expanding your own Accountability Zone. You have to be the first occupant of that zone, and you have to get very good at stepping back into it once you notice you’ve strayed from it. Once you’ve perfected the art of returning to the Accountability Zone as an individ-ual, you’ve taken the essential first step toward organiza-tional accountability and responsibility.
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(continued )

in failures of personal accountability. That’s what

made the organizational problems possible: people

who weren’t accountable to themselves. We all

have to be willing to step back and say, ‘‘You know

what? This has to start with me, because we all pay the

price when we have elements in our culture that are

corrosive.’’

—Richard Chambers

The $10,000 Question

 

It’s Up to You!

We are each responsible for all aspects of our lives.

Many people don’t understand that or buy into that.

They look for excuses, and they look for other people

[to blame]. They think it could be the spouse; it could

be the prime minister; it could be the president or the

mayor or somebody else who is really responsible.

Other people may be responsible for making some
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not say it out loud to yourself, too, right now, so that everyone, including you, can hear it?

We must learn to move beyond excuses. The number one reason people succeed in their personal and professional life is that they don’t make or accept excuses.

Successful people know that failure is part of the success process. However, they don’t use excuses to justify failure, and they don’t let others around them get away with excuses, either.

The $10,000 Question

 

has to say and take the hard questions and give them

truthful answers. You have got to be willing to say,

‘‘You know what? That’s a good question. I don’t

know the answer, though. I’m going to find out, and I

am going to get back to you.’’

—George Tamke
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Imagine a president being interviewed today about that same incident.

‘‘Mr. President, did you cut down the cherry tree?’’

‘‘Well, yes, and no. It’s a complex issue. You see, I couldn’t have ‘cut it down,’ because cutting is actually something one does with a knife. You can ‘cut’ a finger, but you can’t really ‘cut’ a tree. And since I used my hatchet, the relationship I had with the tree was really not a ‘cutting’ relationship. Personally, I would call it more of a chopping

The $10,000 Question

to realize that denying personal accountability is always at the root of organizational accountability problems.

 

A New Scrutiny on Accountability

In my lifetime, there has been a huge increase in the

requirements for accountability, and here, I mean it

in the sense of being answerable. This includes the


No More Excuses

be true to two core values: my professional commitments and my responsibility to provide emotional and personal support to my family. Once I realized that I couldn’t short-change either of the people I’d made commitments to, my decision was easy.

You already have examples of this kind of accountabil-ity in your own life, too. For instance, if you ever had the opportunity to cheat on a test and chose not to, even though no one was looking and you knew you could get

The $10,000 Question

 

When You Love People, They Become

More Accountable

I believe it is our responsibility to help people achieve

their own accountability to themselves. This is not a

matter of saying, ‘‘Hey, you didn’t do your job, go get it

done.’’ It’s not a matter of saying, ‘‘By the way, you did

a good job back there—you were outstanding, and I

am hereby stroking you.’’ We have to accept that at
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(continued )

works for me has the capacity and the potential to

actualize and to achieve excellence, and it is my job

to help them get there.

—Gerry Czarnecki

 

Accountability means . . . being accountable to other people. This is where we usually start. That’s not a bad

The $10,000 Question

an Accountability Zone, we will occasionally have to con-front someone once we receive an excuse. Of course, that is not always easy.

For example, I got a haircut a few months back. The place where I go is a one-man shop that’s run by a very nice guy named Bill. I arrived at 9:55 A.M. for a 10:00 A.M. appointment, and the door was locked. Bill didn’t show up until 10:30 A.M. As he unlocked the door, he said, ‘‘I’m sorry that I’m late. I got a ticket on the way to work.’’
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I looked at Bill and said, ‘‘I know you got a ticket, but you also left late, didn’t you?’’ He said, ‘‘Yes.’’

I left it at that.

The following month, Bill was 10 minutes late (as op-posed to half an hour). This time he didn’t say a word as he unlocked the door. You see, Bill realized that I didn’t want to hear his stories, because his issues are his prob-lems, and they are not my problems. Together, we were building a shared Accountability Zone.

The $10,000 Question

I originally got involved with a Mastermind Group because I thought it was a great way to share ideas and solve problems. I saw it as an opportunity to leverage someone else’s experience. What I didn’t realize is that there was another, much bigger benefit from the Master-mind Group. It was this: After discussing issues at one of our meetings, each of us would invariably make choices and commit to taking a specific action prior to our next meeting. Coming to the next meeting and not having


No More Excuses

them, we may find that we have come up against an important opportunity to grow as people.

When we are accountable to ourselves first, when we honor our own values, we really will find it a great deal easier to make and keep commitments for which we can be accountable to others. We’ll get better at only making the commitments we can actually keep, and we’ll do a better job of following through on those commitments.

When we are accountable to ourselves first and foremost,

The $10,000 Question

 

that?’’ He said, ‘‘Well, I learned years ago when I was

training for a marathon, that by telling my wife, my

family, and everyone else about my goals, that is the

only way that I can really hold myself accountable.

Otherwise, I knew that when I got up to about 16

miles, I would probably quit. By telling other people

about what I was going to do, I learned that I hold

myself accountable better when I think there are

other people watching.’’
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excuse making is the essential starting point to all mean-ingful achievement. And they know that buying excuses— whether their own or someone else’s—is an expensive proposition, because they always have to leave the Accountability Zone in order to do it.

Finally, people who spend most of their time in the Accountability Zone know that being accountable is an active choice, not a passive response—a choice that enriches all of their relationships and all their outcomes
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BEYOND THE EXCUSE


No More Excuses

EXCUSES WEAKEN US AS PEOPLE

I believe that excuses make us weaker as people, regard-less of whether we’re giving the excuses or accepting them. Giving or accepting an excuse is a choice, and choices always have consequences. Often, the consequence is that we get addicted to excuse making.

Have you ever noticed that the most successful people in life do not make very many excuses in the areas that


Beyond the Excuse

Truly effective people admit fault when they’ve made a mistake. They inevitably gain strength by making that admission. Weak people, on the other hand, usually try to attach fault for a problem to someone or something outside of their control, and they always seem to become a little weaker as a result.

Haven’t you noticed this? Isn’t the person who accepts responsibility for a problem the one who comes out looking and sounding strongest? On the other hand, don’t you lose
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Don’t we all want to live in a world where people grow up, step up, and own up?

If we really want to live in that world—and I have a feeling that deep down, all of us do—then we have to make some changes in our own life. We have to accept that excuses only make us weaker as individuals, as organizations, as a nation, and as a species on this planet. And we have to be willing to stop making and accepting excuses in our own life.

Are we really losing all that much when we commit to
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take control of what you should really be focused on and insure that you achieve what you desire in the future.

Just saying ‘‘my bad’’ without drawing any conclusions about what should take place in the future is reactive ac-countability. That is the sound of weakness. Proactive accountability uses the past as a guide and establishes exactly what we are committing to from this point forward. For instance, if we had avoided the temptation to blame traffic signs and instead stopped risky behaviors like talk-
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It is far easier to make excuses to ourselves than we realize. Do you know the number one excuse people give for not going to the gym to exercise? The gym is too crowded.

Stop and think about that one for a minute. ‘‘Gee, I know I ought to go to the gym, but it’s awfully crowded at this time of day.’’ McDonald’s gets crowded, too, but we don’t seem to have a problem with waiting in that line! We give ourselves too many excuses, and the result is
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think of living any other way than repeating it over and over.

Let me ask you a question: Have you ever come up with a creative story for coming in late to work? Even once?

Making excuses puts all the energy and focus on The Story and no focus, with no energy, on the situation at hand. The Story never makes you a better team player, a better leader, or a better contributor. The Story undermines your abilities and ultimately, your self-esteem.
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Eventually, we have to stop and ask ourselves: What is our story—our excuse—going to cost us? Accountable people realize that the price is almost always too high.

For example, I run marathons. When I’m running a 26-mile-long race, I hear a lot of excuses in my head. I may have cramps in my side, my knees may ache, and I may be exhausted. I may even start wondering whether the vaca-tion money I spent to come torture myself in this marathon would have been better spent on a chaise lounge and a cold


Beyond the Excuse

didn’t want to look. I knew how bad I felt. But I peeked out of the corner of my eye, anyway.

It was worse than I thought.

Now, Old Man Hanson must have seen me and taken pity, because the next thing I heard was, ‘‘Don’t worry. Objects in window may look worse than they really are.’’

So, now I had evidence for another story if I wanted it. Who am I kidding? I not only feel awful, I look awful. Maybe I didn’t train correctly. Maybe I’d better stop after
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ahead of us is the finish line. Once we are truly accountable, we stop giving energy to the stories, because we recognize that we have no more excuses for not achieving at an extremely high level.

I am proud to be able to tell you that I crossed the finish line that day. And the reason was actually pretty simple: I didn’t give any energy to the stories that were looking for a place to land in my head.

There always comes a point where we have a choice. We
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It takes two to tango. And it definitely takes two to form a pity party.

Now hear this: There are five, and only five, things in life that you need to do to be a success. I’ll show you what they are in the next section of this book. I can tell you here and now, though, that throwing a pity party or accepting an invitation to one definitely isn’t one of those things.

Sometimes, we make up our own excuses for accepting
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THE FIRST ACCOUNTABILITY :

DOING THE RIGHT THINGS
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(continued )

things, and you have to do that consistently—or you

die. Something as simple as putting one foot in front of

the other, you realize, carries tremendous conse-

quences. It can’t be any step; it has to be the right

step. That lesson really hit home for me. The mountain

gave me the opportunity to learn the importance of the

little things that you do, because the little things have

big implications. It’s an intense way to live, but it’s a

The First Accountability: Doing the Right Things

ensure that we are doing them to the level of excellence if we do not.

By ‘‘doing our own right things for us,’’ I mean choosing those activities that support our strategic intent. Once we have settled on a goal that makes sense for us, we must be relentless in pursuing the answer to this question: What can I do consistently, with a commitment to excellence, that will make it easier to achieve this goal sooner rather than later? We must pose this question for ourselves as individ-
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first level of accountability. Why? Because it’s forced me to reach out to dozens of highly successful people for inter-views. Those interviews have allowed me to get multiple reality checks on the right things that these people are doing in their everyday lives, day in and day out. In fact, I’ve learned more about doing the right things in the last six months than I learned in the previous six years.

But I had to take the initiative. I had to reach out to people and ask if they’d share what they’d learned about

The First Accountability: Doing the Right Things

 

what you do best and emphasizing those things to

support your goals. You are the one who has to be

accountable for managing that process.

There was a time when I was with the Patriots when

I was getting beaten by a defensive lineman by the

name of Joe Klecko—a great player and a great guy.

Joe was controlling what was happening and making

me look bad. On the sidelines, I got frustrated. I knew I

was trying too hard, and my frustration was growing.
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with people from all walks of life—comes from the world of sales. And no, you don’t have to be a salesperson to get it!

Some sales managers (in fact, most sales managers) fall into an unfortunate trap. They get hooked on counting which ‘‘closed deals’’ have come in the door over the last week; they get addicted to comparing that number to the team quota, the number their department is supposed to hit. That’s as far as they look: ‘‘What’s come in recently, and how does it match up with the quota for this month?’’ (Or, even worse:

The First Accountability: Doing the Right Things

the number of calls you need to make, the number of meet-ings you need to conduct, the number of face-to-face pro-posals you need to deliver—are already keyed to your goal. It doesn’t come as a surprise to you that you need to make X number of conference calls to hit your goal for the quarter, and you don’t start thinking about that March 31 goal on the first day of March! Because you had a good sales manager, a sales manager who was doing something besides measuring the deals that came in the door today, you were focused on
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(continued )

to focus on the right things, and tune out everything

else. Many companies have gotten so big that they lose

track of their own resources, and the resource that

they underestimate most is their own leadership band-

width. The company is just too complicated and there

are just too many things to do for anyone to do them

all well. So, eliminating things that are on your to-do

list and knowing how to prioritize and focus on the

The First Accountability: Doing the Right Things

 

Get Specific!

One of my right things is focusing—identifying and

owning a very specific area of expertise. This is

important in a crowded marketplace. It’s a tactic I

share with clients and one I use to build my own

business. When I quit my job and started this com-

pany, I knew I had to stand for something specific in

the market. I had to choose one particular thing, own
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We spend an hour looking at our inbox in a trance state or maybe listening to some juicy office gossip that has nothing to do with what we should really be doing with our day. How much time do we spend in trances dealing with stuff like e-mail, gossip, or some other unimportant ‘‘busi-ness’’? So much time that we don’t want to measure it? That, my friend, is too much time.

So, what do we do? We try to be proactive. We pull out our legal pad and list all the stuff that we think we need to

The First Accountability: Doing the Right Things

It is time for us get serious about this: We and we alone are accountable for how we spend our time. We like to pretend sometimes that other people, other institutions, or other events can determine how we use that resource. That’s a fantasy. No one else decides what we’re going to do with our day. It’s us!

What Really Matters?
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(continued )

important to do that thing. See what happens when

you try to eliminate the urgent and focus on the impor-

tant. Most people stay so busy doing the urgent stuff

that they never get around to doing the important stuff.

—Dixon Buxton

 

It is all too easy to get stuck with someone else’s priori-

The First Accountability: Doing the Right Things

 

My goal was big enough to leave me some flexibility.

Sometimes, as you pursue a goal, you come across an

opportunity that doesn’t look like an opportunity to

other people. You’re basically improvising your way

toward finding new right things that will work for you.

There weren’t a lot of companies trying to do what I

wanted to do, which was build a business around sports

events travel packages. Over the years, as my business

has grown, the industry has grown as well, and there
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People often ask me, ‘‘What is strategic intent?’’ Strategic intent is nothing more or less than a driving goal, passion, or purpose that we are motivated to pursue at the level of excellence.

This kind of intent operates in two dimensions: the individual dimension and the organizational dimension. In either case, if you’re not pursuing your goal at the level of excellence, you are not pursuing your strategic intent. That’s because strategic intent is inherently competitive.

The First Accountability: Doing the Right Things

 

Where Will You Get the Greatest

Positive Result?

The first step is defining a good strategy by setting the

right kind of goal. Then, you have to ask: How do I

ensure that I’m really carrying this out? You have to

focus in on where you will get the greatest result. In

our strategic planning, that’s exactly what we do.

Each of my associate deans has to tell me the four
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(in Robert Tuchman’s words) didn’t look like opportunities to most people.

That turned out to be one of his right things. It aligned with his personal goal of being the best offensive lineman in the NFL, and it was something he was willing to pursue and execute at the level of excellence.

What is your strategic intent as an individual? It might be becoming the best lineman in the NFL, but the odds are that you’re going to point yourself in a different direction. When

The First Accountability: Doing the Right Things

pursues at the level of excellence. Hopefully, that’s obvious from the organization, but organizational goals, like indi-vidual goals, may be poorly defined—or not defined at all. If we know the direction our organization is headed and are committed to excellence in achieving, our right things will always connect to our company’s driving purpose— assuming that we share in that mission as stakeholders.
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regularly fly the Las Vegas to San Francisco route would like to have a nice chicken salad sandwich served to them during the flight. What do you think?’’

Herb said, ‘‘I’ve got a question for you: Does serving a chicken salad sandwich get us measurably closer to being the number one low-fare airline in the United States?’’

The employee thought for a moment and then said, ‘‘No, I guess it doesn’t.’’ Herb took a pass, and so should you when you come into contact with any initiative that doesn’t

The First Accountability: Doing the Right Things

 

changing those behaviors. The employers model the

right things for their employees, and that brings about a

new focus on the right things at the individual level.

Why is this important? Because the Journal of Occu-

pational and Environmental Medicine reports that 70

percent of health care costs in this country are lifestyle

related and are largely driven by behavior. In 2008, U.S.

annual health care costs topped $2.4 trillion. If 70

percent of this $2.4 trillion annual spending is related
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organizational accountability is knowing who owns the right things that connect to that goal. Get used to asking, ‘‘Who owns this?’’

 

Certainty

When I think about accountability, I think of it as the

certainty of accomplishing previously set goals. If I’m

The First Accountability: Doing the Right Things

Identifying our own strategic intent is mandatory if we hope to identify the right things for ourselves, or our organi-zation, or to revise those right things over time, as circum-stances demand. And this, of course, is one of the big challenges managers face. Ultimately, within any organiza-tion, it is the manager’s responsibility to ensure that the right things that are in place are appropriate, not only to the organization’s strategic intent but also to the changing cir-cumstances that must inevitably be accommodated.
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is to develop a list of right things that plays to each team member’s strength.

Giving ourselves the very best list of right things to do means knowing our own strong suits and adjusting accord-ingly, based on our strategic intent and our current circum-stances. I’ve found that people who are personally accountable to themselves, first and foremost, have a way of mastering this skill of adjusting what they do. For in-stance: There are plenty of books and training programs

The First Accountability: Doing the Right Things

 

asking about what is happening in our stores. So: How

do we work with our people in the stores? How do we

communicate to them to look at what their activities

are? How do we evaluate the actual tasks that they are

engaged in to make sure they are doing the right

things—the things that are going to be truly productive,

as opposed to the things that are just filling time and

space?

—Paul Taylor
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(continued )

interests—or in the best interests of the enterprise.

So, we must constantly reevaluate what our people

are actually doing, which is different from evaluating

what we’ve told them to do, as far as ‘‘right things’’

are concerned. People tend to move back toward

the ‘‘familiar things’’ instead, often even when a given

‘‘familiar thing’’ has been taken off their list of

responsibilities.

The First Accountability: Doing the Right Things

 

a shot at their own success. You will have to ask them

whether they really feel accountable; what they think

accountability means; whether they can embrace that.

The leader’s ability to walk that talk, to make sure

people get the tools and resources and authority they

need, can determine who’s going to be a winner and

who’s going to be a loser in the organization.

—Peter Aceto
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You see, my wife, Renee, and I have given the responsi-bility to do well in school to our children. We have asked them to be accountable for doing the best they can. If their best is an A, great. If their best is a B, then so be it. We have also given them the authority to figure out how to do their best. If they slip below a B, then we step in. We delegate, but we don’t abdicate.

It’s our responsibility to check in and find out how our kids are doing. If you supervise people, it’s the same with

The First Accountability: Doing the Right Things

 

Now, I, as the boss, may not be ready to give you that

empowerment until I believe that you are going to make

decisions that will be similar to the ones I would

make. That’s a question of trust. So, there is this rela-

tionship between trust and empowerment and account-

ability, and you really need to have all three of them.

Otherwise, all you’re doing is calling people account-

able when they are not truly accountable. You haven’t

empowered them, because you don’t trust them yet.
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Park Your Ego Where You Park Your BMW

When it comes to being accountable to do the right

things, self-awareness is key. Just look around—it’s

a trait the best leaders exhibit. They are especially

self-aware—and while they most likely have strong

egos, they are usually able to park those egos where

they park their BMWs. That’s what allows them to

recognize their strengths and weaknesses. And the

The First Accountability: Doing the Right Things

 

Implement what you have learned about the first accountability.

Your primary accountability: Identify your strategic
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& What are you doing right now that does not support

your strategic intent?

Team or organization focus: If you are a manager, find a

place where you can work on your own, uninterrupted,

for at least an hour. Repeat the previous exercise from a

team perspective. Then, set preliminary expectations

for yourself and each of your team members that support

your strategic intent.
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THE SECOND ACCOUNTABILITY :

MANAGING YOUR SPACE
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(continued )

stronger, because you really know your focus, and you

are choosing to focus on something that makes more

sense. We are constantly managing our capacity—our

mental, emotional, and economic capacity—to fulfill

our mission in a sustainable way.

—Joan Magruder

The Second Accountability: Managing Your Space

 

to stay profitable and to keep growing in our own

space. We narrowed the focus and freed up a lot of

resources and allowed us to do what we needed to do

in our business.

—Jeff Booth

 

A LESSON FROM A PLAID SPORTS COAT
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I started pulling out old jackets that I didn’t wear any-more and putting them into a big pile to give to a local charity. The pile grew and grew. When I was done, my new down coat went in easily. I just had to clear out the old stuff so that I could make room for the new stuff, the stuff that really mattered to me: the new coat that I could now enjoy, that would improve my comfort level, and that would keep me warmer.

Exactly the same principle applies to our life and our

The Second Accountability: Managing Your Space

opportunities. The fact that they’re used to the old stuff doesn’t make it a priority for them.

Your personal priorities must be based on your optimum choices, which are not necessarily your most familiar choices. Ask yourself: If you were all done making a living for the day by noon and you still had to do something productive, what would that something be? If you could do anything for that afternoon and you had the period from 1:00 P.M. to 6:00 P.M. absolutely open, what would you put in
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(continued )

What we found is that a lot of our customers were

really more inclined to do things themselves than they

were to ask for help. So, we were able to revise the

budget and put the resources to work elsewhere,

which we would never have done if we hadn’t asked

the question in the first place.

—Pat Larmon

The Second Accountability: Managing Your Space

 

taking an inordinate amount of our time and were

sending the wrong signals to our clients. We didn’t see

that it was in our best interest to continue offering

them, so we got rid of them, even though they repre-

sented something like 35 percent of our business. This

was a huge decision from a strategic standpoint and

one of the best ones we’ve ever made. Over an 11-year

period, that one decision led to 350 percent more

revenue and was a big part of the reason we were
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the same horse until it dropped. For a lot of companies, that strategy would have been seen as the safest. But Apple’s senior management saw complacency as the bigger com-petitive danger.

Apple’s senior management knew something that many business strategists forget: People and organizations usually cling to seemingly safe options for far too long out of sheer force of habit. When they do, they inevitably lose ground.

We are told as we are brought up, ‘‘A bird in the hand is

The Second Accountability: Managing Your Space

As Greg Joswiak, Apple’s vice president of iPod and iPhone worldwide, put it: ‘‘Our competitors tend to put the cross-hairs on where we are now. By the time they come up with a product that tries to match where we are now, we’re beyond them. We’re one or two generations beyond, mov-ing faster than they are.’’

Simplify, Simplify
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Aluminum Industries. The company’s main product was aluminum storm windows.

The firm did very well. Indeed, my father-in-law pretty much lived the American dream during the company’s early years. It grew so fast, in fact, that my father-in-law decided he needed some help.

By the time my brother-in-law and I decided to buy into the company in the early 1980s, Delsan was enjoying some pretty remarkable success in the marketplace. In fact, we

The Second Accountability: Managing Your Space

We realized that we had to take a long, hard look at the direction of our business.

We did an analysis and concluded that we were not turning our inventory fast enough on the aluminum prod-ucts to justify continuing their presence in our line. That hurt, but it was true. Another problem was that the floor space required to manufacture the aluminum windows was massive; we could use the same space to create vinyl products and generate at least four or five times
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This one business decision not only bought us the physical space we needed to expand our business, but it also established an important decision-making and leader-ship precedent for the next phase of our business’s growth. It generated leadership space.

With this move, we confirmed something essential about our organization and the way we were going to take it where it had to go next. We made it clear to everyone in the organization that what we were familiar with or successful

The Second Accountability: Managing Your Space

 

No Sacred Cows

I spend most of my time these days on the subject of

innovation, and I think perhaps one of the biggest

obstacles to innovation is the fear of cannibalizing

your own business. That’s not always a bad thing. You

have to be willing to kill things and also to cannibalize

your own business in order to grow. You have to

understand what all those sacred cows are, and you


No More Excuses

80-minute cartoon and would walk out on the feature halfway through, no matter the quality of the film. Others couldn’t imagine a full-length ‘‘gag film,’’ which was what they imagined the Disney studio was making: a very, very long Mickey Mouse cartoon. The film industry know-it-alls dismissed the project as ‘‘Disney’s Folly,’’ and Disney’s own wife advised him that no one would pay a dime to see this picture.

Walt thought otherwise and went about reinventing his

The Second Accountability: Managing Your Space

money on an animated picture that Disney was spending. The rumors of the project’s ever-escalating expenses as-tonished some and delighted others who were eager to see Walt Disney fail. And for a while, it looked to many people that he would fail. The fact is, he ran out of money long before he ran out of movie.

Disney’s quest for new space was backed by commit-ment and definiteness of purpose and can serve, even in our era of $100 million and up movie budgets, as a re-
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the Seven Dwarfs quickly became the most successful motion picture of all time. (It would retain that ranking for two years, until the release of Gone with the Wind.)

All of what happened from that point forward at Disney’s company—all the animated breakthroughs, all the great characters, all the merchandising, all the theme parks, all the television ventures—would not have occurred if Disney had not decided to leave behind what was familiar and create new space for himself and his organization. He

The Second Accountability: Managing Your Space

 

things in the NBA, but it really all started with that

five-minute conversation with Wilt. He brought it

home for me. You have to know what you can be

great at. You need to know what to let go of, so you

can figure out what you should be focusing on.

—Mark Eaton
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& What would you have to change in order to make that

happen?

& What would you have to eliminate?

& We are all accountable to someone! To whom will you

be accountable (besides yourself) for evaluating new opportunities to manage your space in the future?

Individual focus: What new initiatives could you pursue

tomorrow to support your strategic intent that you didn’t
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THE THIRD ACCOUNTABILITY :

MANAGING THE PROCESS
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could buy the shoes his daughter needed for her game?

If you picked option (d) —as I did, being the father in question—you already have a head start on mastering the third accountability.

Managing the process is what happens when our strate-gic intent faces an obstacle, and we still move forward to take creative action toward attaining the goal.

This is being personally accountable for making prog-

The Third Accountability: Managing the Process

Here’s my question for the managers who are reading this book: Have you ever had the experience of delegating the re-sponsibility for something important and then having the person you delegated it to drop the ball the moment some new and unfamiliar situation, or problem, presented itself?

The person didn’t navigate a new path forward based on the new situation, didn’t come close to the best obtainable outcome, didn’t come to you and ask for help or guidance in navigating the difficulty, and didn’t even tell you that he or
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(continued )

identify different courses of action, as long as they are

legitimate and fair and honest, and then start to

manage those processes. One of the things that we

are looking at in our own organization is that it is very

difficult to predict with any great degree of accuracy

how our business is going to perform from quarter to

quarter. Now, on one hand, we could say, ‘‘Okay, well,

we can’t control it.’’ That would take us out of

The Third Accountability: Managing the Process

exactly what kind of person you are: someone who is personally accountable for managing the process or some-one who isn’t.

Being personally accountable for managing the process is a trait of Highly Accountable People. Let me ask you this: How many people do you really, truly admire who duck responsibility when things get tough? If you take a moment to think of the truly successful people you’ve met (or even heard about) in your own life, you’ll probably realize that
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down the street. We had no intention of buying a paint-ing. In fact, I didn’t particularly want to buy anything that afternoon.

Renee and I came across one gallery featuring Phyllis Kapp, a prominent local artist. After we walked through all of the rooms, admiring the magnificent paintings, we saw a well-dressed lady approaching us. It turned out that Phyllis herself was in the gallery that day.

She started a conversation; we began chatting pleas-

The Third Accountability: Managing the Process

another great question: ‘‘Where in your house do you imagine this hanging?’’

Phyllis was still managing the process. Think about what has to happen in order for that piece of art to hang in our house. Of course: We would have to buy it. She was asking us a question whose very answer required us to buy the picture—in our minds. And getting us to buy the painting was, of course, Phyllis’s strategic intent.

We hadn’t walked in the door looking for a painting to
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(continued )

unfortunately, passed away suddenly. It was quite a

situation to walk into! Even though everyone was

panicking, and some people even said that we had

to close all operations, I looked at it as an opportunity

to upgrade our services and upgrade our capabilities.

On very short notice, we were able to recruit one of

the top surgeons in the country. So, we defiantly

adjusted ourselves to a situation that we were not

The Third Accountability: Managing the Process

this world, but we can control the choices we make in response to whatever does happen.

Phyllis didn’t let fate or luck determine her outcome. She took action and managed the process.

In stark contrast, most of the galleries that we went into did not manage the process. Instead, they abdicated!

Here’s what abdicating looks like: Some of the galleries we looked at that day simply let people walk in and walk out, without ever engaging them in conversation. Most of
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effectively managing the process. It’s the person who isn’t terrified of improvising.

People who are used to improvising when they encoun-ter an obstacle to their strategic intent have learned to think on their own feet. They’re comfortable doing so, just like Phyllis was. They’ve learned to keep moving forward toward the goal—even though there’s no instruction book around to tell them exactly what has to happen next.

Phyllis got an A in my book, because she created her own

The Third Accountability: Managing the Process

potential to affect our strategic intent. That means we want to know about the sales that were nearly lost, the defective units that were nearly shipped, the P.R. disaster that nearly played out.

These are important events. The government mandates that airlines maintain full accountability for reporting, categorizing, and analyzing their near misses, so they’ll be more effective at managing the process when similar circumstances arise in the future. We must hold ourselves
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Warning: Leaders within any process-focused organiza-tion must go out of their way to praise and reward individuals who report near misses. If your company cul-ture rewards the opposite behavior—concealing near misses—or punishes people who try to call attention to near misses, you will not have the information you need to improve your organization over time. It is impossible to create a truly accountable organization without reward-ing the people who help you learn from near misses and

The Third Accountability: Managing the Process

 

Are You Managing the Process?

A while ago, when Wall Street sort of collapsed,

virtually every hospital found itself facing major

shortfalls in terms of its investment income—which

is a major source of capital for hospitals. Overnight,

most hospitals were looking at portfolios that had

dropped by 30 percent or more. And so, the question

is, how do you respond to that? About 90 percent of
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(continued )

long term. We’re not going to overreact because of a

short-term change.

—Joan Magruder

Suppose the news reports tell us that the economy is struggling. Do we let someone else’s assessment of what the economy is or isn’t doing determine what we will do

The Third Accountability: Managing the Process

didn’t get this commission, because I won’t believe you. If you’d closed the deal, would you want me to give 20 percent of the sale to the economy instead of putting it on your paycheck?’’

When you hit an obstacle, you are the one who is accountable for finding a way forward. It’s not the econ-omy. It’s not the president. It’s not your first-grade teacher who made fun of you years ago. It’s you.

I think we’re all tempted at times to abdicate in just the
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she could do to push her grade over the hump from B to A. The teacher, impressed with her initiative, gave her an extra-credit task; she completed it, and she overcame the obstacle, thus fulfilling her strategic intent.

Jackie managed the process.

 

HOUSTON, ARE WE ACCOUNTABLE?

The Third Accountability: Managing the Process

That’s abdicating—the opposite of managing the pro-cess. Here’s what managing the process sounded like in the film (and, I suspect, in real life):

NASA director: ‘‘This could be the worst disaster NASA’s ever faced.’’

Flight Chief Gene Kranz: ‘‘With all due respect, sir, I believe this is gonna be our finest hour.’’

Let’s think for a moment about what actually happened on Apollo 13. The mission was to be the third manned
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ship during final phases of the trip home. The oxygen filters in the lunar module had been designed for two men, not three. This meant that with every breath, the astro-nauts were taxing the system and coming closer to poi-soning themselves with carbon monoxide. The astronauts would have to create new filters from scratch to fit the lunar module’s system. Last but not least, the power situation was critical: If the crew did not find some way to use its available power more efficiently, they

The Third Accountability: Managing the Process

When the lives of the Apollo 13 astronauts were in grave and immediate danger, NASA didn’t throw up its collec-tive hands and say, ‘‘Well, I guess a successful outcome to this mission just wasn’t meant to be.’’ Why are so many people ready to relinquish their accountability for manag-ing the process when they hit obstacles that are far less daunting?
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Change Your Angle

We get companies face-to-face appointments with C-

level decision makers at major firms. Sometimes, I’ve

left a decision maker over a hundred voice-mail mes-

sages before I booked an appointment with that per-

son, but I didn’t leave the same voice-mail message,

and I didn’t stop leaving messages. Whenever you hit a

roadblock and there’s a big boulder in your way, you

The Third Accountability: Managing the Process

& How have you typically dealt with that obstacle in the

past—by managing the process or by abdicating?

& How could you manage the process in dealing with

these obstacles in the future?

& We are all accountable to someone! To whom will you

be accountable (besides yourself) for managing the process on this issue in the future?

Individual focus: What is the biggest obstacle standing
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THE FOURTH ACCOUNTABILITY :

ESTABLISHING THE RIGHT
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(continued )

it. The other challenge comes when the bar is set so

low that you trip over it. I think one of the worst things

you can do to someone is refuse to stretch them. All of

us need to come up against a little resistance in life.

So, there’s an art to setting our own expectations, and

by the same token, there’s an art to setting expect-

ations for other people. Each individual person we

work with needs to have a unique goal that the person

The Fourth Accountability: Establishing the Right Expectations

expectations. The present and the future may have entirely different requirements than those we faced in the past, and our own capacities may be far greater than we realize.

 

Get the Expectations Right

I don’t think it is possible to overstate how important

it is to get the expectations set properly in the begin-

ning, regardless of what it is you are talking about. If
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problem is, they don’t always realize what goals they’ve set for themselves and sometimes don’t even choose those goals consciously.

One example Maltz gives is of a salesperson working in the 1950s who managed to make $5,000 in a single year from a subpar sales territory. Even back then, $5,000 a year wasn’t a huge amount of money, but it was a high enough figure to make this salesperson’s manager wonder what would happen if the same man had a prime territory to

The Fourth Accountability: Establishing the Right Expectations

Another way of looking at this, of course, is that the salesperson never had a manager who helped him to set a new, more realistic expectation of himself.

Sometimes, we sabotage ourselves by settling for ‘‘what we’ve always done.’’ That salesperson’s return to the hom-ing signal of $5,000 in annual income was not a unique case, and the phenomenon of not managing one’s expectations effectively is certainly not limited to the world of sales. It is, however, fairly easy to measure in the world of sales, and
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(continued )

then accept personal accountability for five more

things all on their own are the ones who are more

likely to get the bigger bonuses and bigger raises in

this company. They’re the ones who may end up

running a business of their own someday.

—Elim Chew

The Fourth Accountability: Establishing the Right Expectations

A LESSON IN MUTUAL EXPECTATIONS

By 1993, my window and door company had lost several million dollars. We were in deep trouble. We were hemor-rhaging money, and it wasn’t pretty.

One huge problem we faced was our turnaround time. Our customers really didn’t like the six or eight weeks it took to get our products. I knew that one of our competi-tors had a guaranteed two-week turnaround and that this
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I sat down with a diverse cross-section of the company— the senior management, the salespeople, the production supervisors, and the director of operations—and we had a team meeting. We looked closely at what was actually taking place when an order came in the door and what was actually happening on the production floor.

Remember, I had done a little research to benchmark what other companies were doing, and I knew that com-petitor of ours was turning around many of its orders in one

The Fourth Accountability: Establishing the Right Expectations

Again, this would have been like simply assigning a new quota to the $5,000 salesperson. I wanted the production department to establish its own expectations and buy into those expectations based on the new information they had.

When we returned to the meeting, I asked the director of operations, ‘‘If we had a two-week timeline to hit, that would mean an order would just be sitting here for a whole week before anything started, right?’’

He thought for a moment and said, ‘‘Yes, that’s right. It
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looked like the plan was going to hit a roadblock, and he accepted accountability for implementing the new plan.

Over the next six weeks, he and his team took the entire system apart and put it back together again. They stream-lined everything, from the way an order came in, to the way it was assembled, to the way it was shipped out.

Less than a month and a half after our initial meeting, we had set up a system that placed orders into our production people’s hands almost immediately. Production changed

The Fourth Accountability: Establishing the Right Expectations

 

we surround ourselves with or the social context

within which we make predictions about what we

are likely to do. As a researcher, I’ve found that when I

ask people to make predictions about behaviors like

voting, or choosing healthy foods, or being on time, or

getting their health checked, or taking their medica-

tions, I find that the act of asking them to predict

what’s going to happen in their own lives is actually

more effective in reinforcing those kinds of behaviors
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Evaluate Your Expectations of Others

If people keep missing their expectations, they get

discouraged and despondent, and it gets worse as they

go along. So, you try to budget your expectations. If

my magazine’s salespeople keep missing the goals

that I set for them, then obviously, I am doing a

bad job. They will get discouraged, and sometimes

they will go and do something else, which is not what

The Fourth Accountability: Establishing the Right Expectations

 

in a hospital, the only thing you really want to pay for

is that 10 minutes you spend with the doctor when he

tells you, ‘‘Here’s your medication, and here’s your

treatment plan.’’ Then, you want to go home. So,

everything that makes you wait would ideally need

to be considered ‘‘non-value-added’’ and eliminated.

That’s what we’re always moving toward. We always

want to identify a baseline and a metric for what the

customer actually wants to experience and then look
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(continued )

of health care were doing, helped us to set and meet

expectations that would never, ever have arisen from

our own environment. And once you find evidence

that it can be done, your whole expectation changes.

If you only look at your own experience, you will

self-limit.

—Joan Magruder

The Fourth Accountability: Establishing the Right Expectations

 

you want [to] get to on the income side, then it is not

your fault. It is our fault. We either screwed up your

target list, or we didn’t train you appropriately, or our

strategy was wrong. The expectation is never the end

goal, because by then, it is too late.

—Brian Martin
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know that you are committed to the expectation, that you are enthusiastic about it, and that you are allocating appropriate resources to support them as they turn the expectation into reality.

 

Get Full Value from Your Expectations

The Fourth Accountability: Establishing the Right Expectations

Beware of team expectations that have been set by a single individual. Get feedback from all the stakeholders, and get a look at relevant benchmarks from other indus-tries, companies, and functional areas.

 

DO YOUR EXPECTATIONS SUPPORT YOUR VALUES?
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(continued )

You need something that says to the employee, ‘‘Look,

even if the client wants to do this, you tell them no.’’

We would rather lose the business than do something

that would put our values in question.

—Greg Powell




The Fourth Accountability: Establishing the Right Expectations

 

you can trace back to the fact that people were being

‘‘held accountable’’ for achieving things they could

only achieve by bending or breaking the rules. The

expectations were never benchmarked. If the pres-

sure gets very intense, for instance, to deliver a certain

level of earnings per share, people may conclude that

they have to start to bend the rules and to cheat in

order to do that. That’s not what we want. We want

them to have a place where they can step up and say to
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Implement what you have learned about the fourth accountability.

The Fourth Accountability: Establishing the Right Expectations

& Why do you want to fulfill this expectation? (What is

the reason to take action on it today and for the next 30 days?)

& What will tell you for certain that you have actually

attained this goal? (Will your bank account be at a certain level? Will your production increase in a mea-surable way? Will your weight be at a certain number of pounds and no higher?)
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THE FIFTH ACCOUNTABILITY :

CONTRIBUTING TO YOUR


No More Excuses

 

(continued )

together and integrate them in a way that creates a

critical mass support for our programs, whether it be

financial support, or support in terms of activity and

involvement, or other kinds of support. My job is

really about maintaining relationships, developing

new relationships, and most importantly, engaging

those relationships in a way that creates the energy

and the outcomes that we are looking for. So, for

The Fifth Accountability: Contributing to Your Relationships

 

children to school, and so the cycle starts all over

again. And so for me, my job, and any success I have

experienced in my job, [it] is all about maintaining

accountability to those relationships and integrating

those relationships with the school.

—Beck Taylor
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You Are Accountable for the Quality

of the Relationship

Malcolm Gladwell writes about the fact that a given

doctor’s likelihood of being sued by a patient has

very little to do with the competency of the doctor

and almost everything to do with the quality of the

relationship the doctor has with the patient. We may

lose sight of the importance of the doctor being

The Fifth Accountability: Contributing to Your Relationships

associates. This falls under the heading of personal ac-countability. We also need to contribute to our relation-ships with society and the larger world in which we live. This falls under the category of social accountability.

In both realms, we should constantly be looking for ways to invest in the relationship and enhance the value of the relationship over time.

The secret of successful relationship management in terms of both personal accountability and social account-
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Giving back is the process of giving because you have received something first. That kind of giving is not based on the core principle of giving because it is the right thing to do. Whether you have received something first should not enter into your decision to give. The cycle of real giving in any relationship always begins with the intent to give.

Real giving has to start with someone asking, ‘‘What can I give to this relationship?’’ Why shouldn’t that someone

The Fifth Accountability: Contributing to Your Relationships

 

During the recession recently, things fell off the cliff

for everybody, and businesses slowed down for a lot

of our suppliers. There were companies that flooded

the market with inventories; people were going bank-

rupt. We could have bought that inventory and

changed suppliers over and over again, but we de-

cided that we are going to stick with the long term,

stay with the people who had helped us to put together

a winning formula, and support our long-term suppli-
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Supporting Relationships over Time

Managing relationships will always be an essential

part of leadership. Leaders can’t act effectively with-

out good advice from reliable sources, and you can’t

get that advice without giving something to the rela-

tionship. Whenever you act as a leader, you have to

make sure you keep your people on board—people

who may agree or disagree with the course you’re

The Fifth Accountability: Contributing to Your Relationships

If you’re a salesperson, what are you doing proactively to connect and reconnect with your clients?

If you’re in management, what are you doing to find out what’s going on in the lives of the people on your team? What are you doing to help them achieve their goals?

Building relationships is about choices, and the choices should always be based on your values. To get a fix on your values, ask yourself: How can I best serve this relationship in the short term and the long term? Posing
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Delivering on the Promise

Our promise at High Point is, ‘‘Every student receives

an extraordinary education in a fun environment

with caring people.’’ That means we’re accountable

to each other for delivering on being caring. So, how

do you do that? Well, you do it in small ways and big

ways, and you start by recognizing that the caring

doesn’t stop with our relationships with the students.

The Fifth Accountability: Contributing to Your Relationships

the relationship and the organization in both the short and long terms, and they will never, ever solve a problem in a way they wouldn’t want to read about tomorrow morning on the front page of USA Today.

Lecturing people about values is useless. Using the contributions you make to a relationship to model your values is a much more effective strategy. In the end, for any organization to endure, our accountability to manage our relationships must support principles of equity, trans-
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more people who will be out there predisposed to help you succeed tomorrow.

The only truly effective way to network is to give to a relationship within your sphere of contribution and then connect that relationship to another great relationship in a way that benefits everyone involved. In essence, you’re giving again by introducing people. On social networking sites like YouTube and LinkedIn, you can do this in a matter of seconds with a few clicks of your mouse.

The Fifth Accountability: Contributing to Your Relationships

are based on contributions, and they are always looking for some reason to give. That’s networking!

Suppose you’re a salesperson taking an important client out to lunch. Granted, you’re having lunch because this individual is a client. If you’re truly connected to that person as a person, however, and if you’re truly looking for ways to support and make contributions to the rela-tionship, more often than not, you will find that the business will take care of itself! This is the secret of
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customers, and others on a personal level. If you do not respect a relationship enough to send the message that you actually care about a stakeholder’s emotions, you are not yet fully accountable for supporting that relationship.

 

Giving to Stakeholders

The Fifth Accountability: Contributing to Your Relationships

 

Our Emotions Are Our Reality

We are all human beings, and that means we experi-

ence nothing aside from our emotions. Our emotions

are our reality. So, if you’re going to manage relation-

ships, you’ve got to manage emotions. I have asked

every single person I’ve hired two questions: ‘‘First,

what is most important for you to feel professionally,

every day? And second, what’s most important for you
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Then, I began thinking that not so very long ago, people weren’t fortunate enough to be able to simply turn on the faucet every time they needed water. What did they do? They went out to the well and they pumped some water. And if you lived in a small community, maybe at the center of the community was a town well. Everyone in the com-munity drew water from that well, and everyone benefited from the well. But you know what? The people using the well often aren’t the same people who dug the well.
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in a meaningful, purposeful way that involves service.

You just have to choose what you want to do to serve.

Whatever you choose, pursue it in a way that stretches

you a little. Every time you stretch beyond yourself,

you redefine who you really are. Whether you’re suc-

cessful in your aim is almost secondary. What matters

is the continuous, tenacious commitment to make

something happen that will allow you to serve some-

one or something that’s bigger than you are.
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The Ultimate Accountability

Be your best, not just for yourself but for others as

well. Ask yourself: What is my purpose? If the answer

is ‘‘making a lot of money,’’ then you may have a

situation where greed undercuts accountability. If I

am too greedy, then I won’t be responsible to my

community, my country, or my world. I think the

happiest people are those who are not just searching
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probably the highest level of accountability for me. My

goal is to plant a billion trees; we’re pursuing that goal

on our web site, www.saveourplanet.org. I think that’s

part of being accountable to the environment—taking

on the responsibility to bring oxygen back to the

environment.

In the end, it’s all about giving: not just giving money

but giving time and being involved—actually being

part of the community. Sometimes when people get
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(continued )

asked him about his brother, Cain asked back, ‘‘Am I

my brother’s keeper?’’ Yes, we are, and isn’t it won-

derful that we are? We are blessed that we are. What

an honor and a joy.

—Sila Calderon 
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creating opportunities for the people who are coming along in a generation or two, and so are you. We are ac-countable to the people who need a hand getting started or the people who are just plain down and out and don’t know where to turn. Each of us has something to give. Each of us has some time. Each of us could watch one less television show a week and find a way to help out some-how, somewhere.
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Change Your Perspective

A friend told me once, ‘‘When I get rich, I want to be

one of those people who gives and gives at every

opportunity.’’ I told him he had it backwards. The

wealthiest people I know—and I’m not just talking

about wealth in monetary terms—are wealthy because

they are always looking for opportunities to give.

That’s how they got there.
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real difference in one kid’s life. His name was Andrew.

I worked with him for two straight years, every Satur-

day, and at the end of our time together, he was

enrolling in technical school. He wasn’t on drugs; he

wasn’t stealing anything; he wasn’t hanging out with

the wrong crowd. He was on the right track. Looking

back, I like to think the time we spent together on

Saturday afternoons was a part of him being on the

right track. That wasn’t any kind of financial gift at all.
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Show Them What Your Company Believes

about Relationships

A customer who had bought four shirts returned to

one of our stores after she noticed that she’d lost

her wallet. She didn’t have any money to get home.

Our employee decided to loan the customer $50

from the cash register. The next day, the customer

and her parents came into the store and repaid the
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as a world, we have to do that. It doesn’t make sense to

me that a third of the children in this country are living

on a starvation diet—that is unacceptable. I think

the greatest accountability I would have above all

the others would be to make sure that we as a world

do not allow that to continue for much longer.

—Gary Bailey
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calling until you reach someone live—don’t leave a voice-mail message. Do not ask that person to do anything for you or even imply that he or she should do something for you!

 List 10 important relationships on a sheet of paper.

For each one, write down what you’ve done to support each of those relationships and when you’ve done it. Then, list what you plan to do next to make a contribution to each relationship.


8

 

CREATING A CULTURE OF

ACCOUNTABILITY
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of doing business and an operating philosophy over both the short and the long term that supports the organization’s mission.

Maybe you’re curious as well: How do you implement accountability in the long run? How do you make it part of your culture? How do you keep what you’ve learned about the Five Accountabilities from becoming something you talk about but don’t actually do? How do you ensure that ac-countability actually gets woven into your own life, the lives


Creating a Culture of Accountability

MAKE ACCOUNTABILITY PART OF YOUR CULTURE BY . . . EDUCATING PEOPLE ABOUT THE ‘‘WHY’’ OF YOUR STRATEGIC INTENT

If your people don’t understand why your organization is doing what it is doing, there is no way they are going to buy into it. If you are a leader, it is your responsibility to share the ‘‘why’’ behind your organization’s strategic intent and to
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(continued )

well as their energy and hands; if you can show them

how they can improve the business and improve the

outcome for themselves through improving the busi-

ness, then suddenly you have the possibility of ac-

countability. Now, they believe in the business. They

didn’t believe in it before—not because they were

opposed to you, but because they didn’t understand

what you were doing. No one had explained it to them.
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No Satisfaction, No Progress

Often, people don’t take enough intrinsic satisfaction

out of process. Woody Allen once said that 80 percent

of success is showing up. I think a lot of the time we

don’t stop to ask ourselves why people sometimes

don’t even bother to show up. It’s because there’s no

satisfaction in executing the process.

If I actually have self-accountability with the short-
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If your answer to any of those questions was no (or even ‘‘Let me think about it’’), your enterprise’s culture actually makes it difficult for people to learn and grow over time. If you want people to develop full accountability, you must make it easy for them to answer for both successes and failures and to look for learning opportunities in both. (By the way, they’ll learn a lot more from their failures than from their successes.)
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you won’t get in trouble for doing that. You know, if

time is tight, just pass along the bad news, so we can

do something about it. We can always talk about the

good news when we see each other again. That’s fine.

Maybe we can have a drink together then, too.

—George Steyn

 

MAKE ACCOUNTABILITY PART OF YOUR
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(continued )

guy any time soon. I had longer arms and powerful legs

but didn’t have the quickness of some of the people I

would play against. Knowing what I could do and

couldn’t do allowed me to focus in on those tech-

niques that would support the things I actually could

do to turn a game around—which in turn made it more

likely for me to be able to make a big play in a game

situation. It’s exactly the same in business.
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frontlines, making a carefully chosen group of 10 or

12 people the key players in identifying some new,

leaner processes that will do a better job of delivering

value to the customer over time.

We’ve learned that there has to be shared account-

ability for a new process to work—and that is very

different from siloed accountability! So, one job is

getting people out of their silos. In any given group

that’s working on making a change, two-thirds of


No More Excuses

 

(continued )

who revised what was happening on the ground come

in and talk to the whole organization about the cus-

tomer impact and the sustainability of what they’ve

implemented. During those review sessions, every-

body gets to know your business. We encourage

people from all around the organization to ask tough

questions, play devil’s advocate, and find out if all the

angles have been thought through. We’ve found that
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Do Your People Feel That They’ve Been Heard?

We’ve got to trust people. We’ve got to hear them out.

We’ve got to be able to get everyone to come in and

have a real debate, a real discussion with real frustra-

tions, and then we’ve got to walk out of the room with

everybody being on the same page. Now, we may have

had to go through some bloodletting in order to get

there, and there may not always be complete consen-
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(continued )

not on individual performance. So, my incentive com-

pensation metrics as the CEO are the same as the

people who report to me, and theirs are the same as

the people who report to them, and theirs are the same

as the people who report to them. So, it’s not a diffe-

rent set of standards. It’s very consistent, from the

frontline to the most senior levels of management.

—Steve Lipstein
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what that group as a whole is trying to accomplish, and

then we look at the individuals within that group and

say, ‘‘How can you contribute to the success of the real

estate group this year? What are the five or six impor-

tant things you should do to help the unit achieve its

goals?’’ Then, we have a process throughout the next

12 months where there is a progress review.

You need a counselor who leads the discussion and

helps you review your progress on your plan, so you
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(continued )

many years has supported an older evangelist named

Anthony Zeoli and has helped to fund his ministry.

Every Sunday morning at 9:00, Rich’s phone rang at

home, and Rich knew who it was. Rich would pick up

the phone and say, ‘‘Good morning, Anthony,’’ and then

Anthony would start telling Rich all the things he had

done that week. One morning, Rich said, ‘‘Anthony, you

know you don’t have to call me like this.’’ And Anthony
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better follow them all.’’ We keep telling people, in

other words, ‘‘Here are the laws, and if you break the

laws, then you are bad.’’ For instance, ‘‘If you don’t

meet X, Y, and Z performance expectations when you

interact with a customer, then you are bad.’’ I’m not

really fond of that kind of discussion. I’d prefer to talk

about principles. I’d prefer to throw the rulebooks out

as much as you possibly can and then tell people what

the organization’s core values are. In this model,
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(continued )

many different levels. If I have made it clear to them

exactly where we are headed and exactly what the

guiding principles and values of the organization are,

then I can feel very confident about what’s happening

in all those meetings. I can trust that people will very

likely make the right decision about the way forward.

—Peter Aceto
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so they don’t hold themselves accountable. If they

don’t feel supported by management, then they’re

not supported.

—Craig Lovett

 

MAKE ACCOUNTABILITY PART OF YOUR CULTURE BY . . . INTELLIGENTLY ADJUSTING YOUR EXPECTATIONS
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(continued )

promising new direction, have some fun, see where

the path leads, and keep an open mind. Don’t refuse

to explore the path just because it isn’t part of your

grand plan.

—Clem Sunter
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inevitably going to spend their time focusing on what

the CEO is focusing on. Like it or not, we set the tone.

—Gerry Czarnecki

 

The conversation about how to build an accountable organization is, of course, an ongoing one. Please join it by visiting www.SamSilverstein.com.

CONCLUSION:

THE ACCOUNTABILITY MOVEMENT

 

T here came a moment early on in the process of developing this book when I realized that each and every

Conclusion: The Accountability Movement

movement by expanding their own Accountability Zone and by spreading the word about the power of the Five Accountabilities to others.

My challenge to you as we close is simple: Join our movement.

Become a highly accountable person. Implement the Five Accountabilities in your own life, and share the message with others. Then, share your stories about build-ing a culture of accountability within your own family, in

Conclusion: The Accountability Movement

Spread the word. Always begin with yourself. If you wish to change the culture of your family, your department, or the larger world, you will find, as I have, that a Culture of Accountability always begins with personal choices and that accountable relationships always involve individuals, not organizations.

Please share your experiences and your own insights on accountability with me by visiting www.SamSilverstein. com.
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PRAISE FOR NO MORE EXCUSES

“As a former CEO of Southwest Airlines, I learned that a key leadership prin-

ciple for success in a challenging market was to make accountability a com-petitive advantage. In this exciting read, No More Excuses, Sam will show you step-by-step just how to do that. The fi ve accountabilities that Sam shares will be key in making your organization successful.”

HOWARD PUTNAM

Former CEO, Southwest Airlines, and author of The Winds of Turbulence

“At ING DIRECT, we believe that understanding and driving a culture of 

accountability is a major competitive advantage for our business. Practic-ing the fundamentals of accountability as set out in this book can help you differentiate your business, drive engagement and retention among your 
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