ACCOUNTABILITY

BY DESIGN

Where clarity, commitment,
and consistency collide.

BY ANNIE FRISOLI
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This toolkit starts with you.

It begins with a short self-
assessment to ground your
leadership in reflection before
exploring practical frameworks
for your team.

Because all great leaders know
accountability first begins with

self-awareness, not correction.

Accountability doesn’t J
happen by accident; it
happens by design.

It’s built in the

systems you shape,

the standards you

model, and the

consistency you keep.




R Lreacler, Hirrar
START WITH THE REFLECTION

Before you manage accountability, measure yourself.
Accountability starts with the person in the mirror.

Every performance issue, team inconsistency, or missed
commitment is a chance to first check your own clarity,
consistency, and credibility as a leader.

Take five quiet minutes before you dive into the tools ahead. The

best accountability conversations happen when leadership is
grounded in self-awareness, not frustration.

How do you rate the following behaviors...

NEVER RARELY SOMETIMES ALWAYS
| define clear success criteria before

assigning work O O O O
| address missed commitments

quickly and directly O @) O O
| give feedback on results and follow-

through, not just effort O O O O
| recognize accountability wins as

often as | address gaps O O O O
| model reliability — if I say I’'ll do it, it

gets done O O O O
| provide clarity before consequence o ® o o

and conversation before correction



R Lreacler, Hirrar
START WITH THE REFLECTION

Next, ask yourself:

e Have | created systems that make accountability easier or
harder for my team?

e Do my follow-ups feel supportive or reactionary?

e What message does my consistency (or inconsistency) send to
my team?

e Where might my lack of clarity be showing up as their lack of
accountability?

Leader Reflection:

The standard you walk past becomes the standard you accept.

NOTES



Jection One
THE ACCOUNTABILITY EQUATION

Clarity + Commitment = Consistency

Why this matters:

Accountability begins long before correction...it starts with
clarity. Some performance issues trace back to unclear
expectations, weak commitments, or inconsistent follow-up.
The Accountability Equation helps you diagnose which piece is
missing before frustration sets in.

On the next page, you’ll examine a story about a park director’s
challenges. You’ll walk through the Accountability Equation to
find solutions to accountability gaps and challenges.

Then, you can use the equation to address your own recurring
challenges, gaps, or issues over time.
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Jection One
THE ACCOUNTABILITY EQUATION

Here’s the story...

When a parks director noticed her team missing event deadlines,
she realized she’d been announcing expectations, not designing
them. Once she started defining what good looks like and co-
creating check-ins, missed deadlines dropped overnight.

GUIDING STEP

QUESTION

EXAMPLE

Define the
Expectation

What exactly
are we asking
for?

“The community event plan is due Thursday
by 3 pm, including vendor confirmations.”

reinforce it?

Clarify the Why does it “Because it allows us to finalize permits and
Why matter? meet our public-communication timeline.”
Co-Create the How will Wg ’ Let’s agree you ll'share the vendor list by
. both know it’s Wednesday morning so we can review

Commitment . T,

on track? before final submission.
Follow-Up Enc;gsvljlrlel Vavr?d “We’ll hold a 15-minute event check-in every
Rhythm other Monday until Launch.”

Pro Tip: Ask, On a scale of 1-10, how confident are you in meeting
this? Anything below 8 reveals hidden barriers worth addressing.

Apply It: Choose one recurring issue on your team and walk it
through the Accountability Equation today.




JSecton fwe
THE ACCOUNTABILITY LADDER

From Excuses to Ownership
Why this matters:

Not everyone views accountability the same way. Some avoid it,
some quietly carry it, and some elevate others through it. The
Accountability Ladder helps teams visualize where they stand and
what one level higher looks like.

LEVEL MINDSET LEADERSHIP PROMPT
Unaware “I didn’t know.” What wasn’t clear?
Blaming “It wasn’t my fault” What part do you control?
Excusing “I was too busy.” What can you adjust next time?

“Illdo it when someone

Waiting What can you own now?

else does”
Participating “'m doing my part.” How can you help the team win?
Owning “ll make it happen.” What’s your plan to deliver?
Leading "lLhelp others make it How can you model accountability?

happen.”




JSecton fwe
THE ACCOUNTABILITY LADDER

Mini-Story:

A recreation manager used this ladder during staff meetings. She
asked, “Where are we on this for our upcoming event?” The team
admitted they were stuck at “waiting.” That honest moment
became their turning point.

Apply It:
Print the ladder and use it in your next team huddle. Have each

person privately mark their rung, then discuss as a group how to
move up one level together.

NOTES



Jecton /Free
THE DEADLINE PLAYBOOK

Design the Finish Line — Don’t Just Announce It
Why this matters:

Most missed deadlines aren’t about laziness, but instead, may
have design flaws. Leaders announce expectations but can fail to
define the structure that makes them realistic. This playbook
helps transform deadlines into commitments people keep.

On the next page, you’ll explore a mini-story about a team
struggling with timeliness and deliverables.

STEP DESCRIPTION COACHING PROMPT

What absolutely has to
happen for this to be
considered successful?

Define what must be

The Non-Negotiable done.

The Hidden Hurdles Identify barriers early. What could stop us?

Provide tools and time

Th P
e Support Plan to succeed.

What do you need from me?

Decide who follows up, What’s our check-in

The Accountability Loop when. and how rhythm?




Jecton /Free
THE DEADLINE PLAYBOOK

Mini-Story:
When Dana’s team repeatedly missed program launch dates, she
stopped sending reminders and started redesigning the process.
By asking What could stop us? upfront, she uncovered hidden
bottlenecks and started to reach more deadlines with her team
members.
Healthy Check-In Language:

e How’s this tracking?

e What got in the way, and how can we reset?
e What do we need to close the gap?

Pro Tip:

Don’t save accountability for the finish line - build it into the race.

Leadership Reflection:

Deadlines don’t build accountability. Clarity and consequence do.

Apply It:

Take one upcoming deadline and walk it through this four-step
design. Share the plan with your team and lock in the support
system together.



Jecton Four
TALK THE WALRK

Language for Accountability Conversations
Why this matters:

The hardest part of accountability isn’t setting expectations, it’s
talking about them when they’re missed. Avoiding those moments
costs trust. The goal isn’t to criticize; it’s to clarify. Clear talk
creates progress.

Here are some language suggestions to assistin
building accountability:

When Deadlines Are Missed: The report didn’t come through on
time. Let’s look at what got in the way and lock in the next step.

When Follow-Through Fades: You started strong, but the
consistency slipped. What changed?

When Standards Slip: This isn’t at the level we agreed on. Let’s
reset what good looks like.

When They Say ‘I’'m Too Busy’: Let’s look at what’s priority versus
optional so this doesn’t keep sliding.

When Effort Is There but the Result Isn’t: | see how much time
you’ve put in, but we’re still missing the outcome we need. Let’s
talk about what’s blocking progress.

When Someone Overpromises and Underdelivers: You’ve
committed to several projects recently, and not all have been
completed. Let’s reset what’s realistic so we can rebuild
dependability.



(Continued) Here are some language suggestions to
assist in building accountability:

When Instructions Are Ignored: We talked about this approach
last week, and | noticed it wasn’t followed. Help me understand
what led you to take a different route.

When Communication Breaks Down: | don’t expect perfection,
but | do expect updates. Silence makes it hard to solve problems
together, what can we do to improve our communication rhythm?

When the Team Is Waiting on One Person: The rest of the team
can’t move forward until your piece is done. How can | help you
get it across the line this week?

When They Keep Making the Same Mistake: We’ve talked about
this a few times, so | want to be clear—what’s making it hard to
apply the feedback consistently?

When Accountability Needs to Be Public (Team Setting): We've
hit this roadblock before. Let’s identify what needs to change -
our process, our communication, or our consistency.

When They Deflect or Blame Others: I've heard what others did or
didn’t do. Now let’s focus on your part, what’s within your control
to move this forward?

When They Do Just Enough to Get By: You’re meeting the
minimum expectations, but | know you’re capable of more. What
would it take to move from meeting to exceeding?

When You Want to Acknowledge Growth: | can see you’ve made
real progress in following through. What’s been working for you
and how can we keep that momentum going?



JSecton Four
TALK THE WALRK

Pro Tip:

Language is leadership. Every sentence or method of follow-up
can either help build ownership or blame circumstance. You can
be kind and clear at the same time.

And don’t forget: Accountability loses its power when it loses its
precision.

Apply It:

Choose one accountability conversation you’ve been avoiding.
Use one of these scripts verbatim and note how tone changes the
outcome.

NOTES



Jecton Fue
WHEN ACCOUNTABILITY
HITS LOW MOTIVATION

You can’t light a fire under someone who’s guarding
the matches.

Why this matters:

Sometimes the problem isn’t clarity or workload, it’s drive. When
motivation fades even after expectations are clear, leaders must
move from encouragement to honesty.

This section blends empathy with edge, because enabling
underperformance erodes your best people.

On the next page, we’ll explore examples of personality and
performance “types,” and recognize how accountability barriers
can show up accordingly. Each one is paired with a leadership
move to help you know what to do next.

At some point, accountability becomes a culture test. The team is
watching how you handle the one who won't.




Jecton Fue
WHEN ACCOUNTABILITY
HITS LOW MOTIVATION

WHAT THEY’RE
TYPE REALLY REALITY CHECK LEADERSHIP MOVE
SAYING
The This isn’t resistance - it’s poor Slow down to clarify.
Confused “m unclear” design. People can’t deliver on Redefine success and
what they don’t understand. next steps.
The They’ve lost sight of meaning
Checked- “It’s not worth and connection. Energy Reconnect the why or
it” follows purpose, and they’ve reassign the what.
Out
run out of both.
This is self-protection Build confidence
The Fearful | “I'll messitup.” masquerading as apathy. Fear through smaller wins
of failure kills initiative. and visible progress.
This isn’t lack of care - it’s Protect capacity, not
. “m depletion. Burnout always comfort. Help them
The Fried ” S o .
exhausted. disguises itself as reprioritize without
disengagement. lowering the bar.
The “No one else Cglturg drift |n. ac’Flon. They’re Reset ’Fhe b.a.r publicly
” mirroring mediocrity because and raise visible
Follower cares. . .
peer standards have slipped. expectations.
5 This isn’t confusion or fear - Stop rescuing. Call it
The Free- Someone else . , , out, set
. . o it’s entitlement. And it spreads
Rider will do it. concequences, and

fast.

protect your culture.




Jecton Fue
WHEN ACCOUNTABILITY
HITS LOW MOTIVATION

Mini-Story:

When a senior coordinator repeatedly underperformed despite
every resource, her director finally said, “I can’t want this more
than you do.” It was uncomfortable, but it was the first honest
moment of accountability they’d had in months.

Apply It: THE RECOMMIT OR RECONSIDER PLAN

When accountability issues persist even after clarity and support,
it’s time to move from encouragement to decision. This
framework helps leaders guide that conversation with firmness,
fairness, and finality.

STEP PURPOSE SAMPLE LANGUAGE
Name the pattern “I've noticed deadlines have
Reality Check b continued to slip despite us
clearly and factually. . . .,
resetting expectations twice.
Recommitment Offer the choice to step “Are you willing to fully recommit
Invitation back in. to this standard moving forward?”
. Clarify what follow- “Let’s agree that the next two
Action . . . . .
through looks like and project milestones will be on time
Agreement o . ”
how it will be measured. and reviewed weekly:.
. . Outline what happens if “If those milestones aren’t met,
Reconsideration ) , , .
commitment doesn’t we’l need to reconsider your role
Clause . . e
follow. in this responsibility.




Jecton Jix
TURNING INSIGHT INTO HABIT

The 30-Day Accountability Challenge

Insight means nothing without follow-through. Choose one
accountability habit to test for the next 30 days and make
accountability part of your leadership rhythm.

Examples:

e Hold a 15-minute weekly check-in instead of monthly updates
e Send recap emails confirming next steps after each 1:1
e Recognize one accountability behavior every week

Pro Tip: Small, repeated habits build consistent credibility.

Accountability isn’t a correction...
It’s a culture you build by design.

NEW HABIT START DATE REVIEW DATE RESULT




