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EDCETraining No Excuses: Foundations for Accountability, Ethics and Values

No Excuses:
Foundations for Accountability, Ethics and Values
Instructor’s Guide

Purpose: This course is designed to help participants explore the teol
they need to not only hold themselves to high standards&v

also influence their peers and the people they lead.

Audience: This class is designed for employees at all Ievel
development.

Class Size: Approximately 12 to 24 participants. 6%
Prerequisite None. %

Materials: O

Materials/ The following materials are @ mended for this course:
Equipment: » Edge No Excuses\ideg

yaper or dry erase board

* Flipchart stand“agd

* Tent car r tags
* Edge cuses Participant Workbook
» PowerPoint§& Projector

Organization: The instruct guide is designed to be used with the
suppo@ rticipant Coursebook.
o

Duration: ?&N‘Ours.

Th rcises in this Course Book are designed to allow the
or to tailor the curriculum to fit specific class needs. Some

exercises teach the same skills in slightly different ways.
Depending on time allotment and participant needs, instructors may

& wish to omit certain exercises. Additionally certain exercises can be

expanded to include individual, partner, small group or whole class
options.
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No Excuses: Foundations for Accountability, Ethics and Values

Slide 1 Welcome the group to the Accountability No
” ﬂ H c M Excuses workshop.
Say: We are going to look at common
barriers to effective accountability and an
approach to improve accountability in our
teams/organization.
Foondations for Accawmtability, eams/organizatio
Ethics and Vafves Have participants sign in using the @
—e workshop sign in form. Introd
materials.
2 minutes, Opening Slide
Slide 2 Review this slide asa@ or agenda.
_ 2 minutes, Pag%
1 DTN O AT AN
¥ Acdevanabay el
¥ Wt & S ?
1 Sepx i EECTFe ACToUnIRNTY
T Henmy Selstonshios
T Sl ATNRORNTY
b Py i Pl Accieandially
Do el Acrrearnlentsly 0
y
Slide 3 Course Objectives
. Review these objectives focusing on using
After Todey's Sexaion, Fou Wi e dble To : L
o Famirdtts the 8 ,::Mm PR practical application throughout the course to
acrountsbily with AES P better hone in on developing accountability at
¥ Dvaki e et o peodne fir e
ACTOURERSRTY VOCESE AT S every level.
b Dleiperiidie it O Sabes B ey oo v AV
A A7 A DLECOIEE .
Y LNRerREaTT AeCe SCTCUTTANINY VRIS 2 minutes, Page 2
L el ST T
-y

N
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Say: Why do we need to improve

©

Accounlability: Belfinftion

What does Accouralaladlily s ?

m L;huﬂuhrmw T
avarman] avanela
N = LT S TR
I paar Padls # ViR i R RO
nﬁﬂ“

How woaid poar rr-pte e dnfodioe fo
Wﬂuﬁmmmﬂr “mpadn

B PR 10 AEET Gl e OO

=¥

Accoumtalifity: A Carrent Crisis Accountability?
7+ CIisis i our organzations Allow for group discussion as to where they
3 Crsis it our homes see accountability break downs both inside
RS i O oty the organization and outside in society.
Then show this slide and bring some of y
own examples from each of the three S
e and state that we need to go from whege
are now to somewhere better only do
that by changing the prior (b proach we
previously used to some better approach that
gets results!
5 minutes, Page 3 %
Slide 5 Allow about 5-10 milTttes for this activity, the
Wivat Does Accowmizbifity Mean? purpose is to-ge ticipants to understand
- e that the debe of the word doesn't really
T oL groups =
ek hat the match EAN when we say the word.
word “accountability”
means to you? Giving, an ount, by definition is
C ability, however most of the time this
Be Prepared To Report Out hardly satisfy what people mean when
To The Group they say “accountability.”
[
Have the table groups pick a team
$ spokesman and write their ideas on the white
board and let them explain them.
o
'\\a 10 minutes, Page 4
Slide 6 Share this formal definition with them and ask

them to compare in a table discussion this
formal definition with what they said the word
MEANS TO THEM! Allow a few minutes of
discussion and then bring the group together
to share answers to these two questions in a
group discussion.

7 minutes, Page 5

&
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Slide 7 Share this definition as one potential option to
Accourtability fnte Execulion what we really mean when we say
accountability. Ask the group to critique this
definition and give examples of behavior that
mtmm; e would violate this definition...there is no real
right or wrong answer, the goal is to get them
B thinking that we must get BETTER at
A ——— accouptablllty and come to some apptoa
that will allow for follow through and resSults.
-7 .
5 minutes, Page 5 Q
Slide 8 Powerful question: The bes his
How (5 it Going fn By Greamization? question is to actually go out aferask 10
people in the organizatj t various levels to
- answer it and then bgi se answers back
we asked our employees ; -
Ao to sha(;et wg]h the cipants. ItD_oes ]:tr;ﬁ
hapoen m‘ :m" ""h?.j_m'im ground truth m perception of the
do your think they'd say? participants2addere the answers similar or
different an @ hat magnitude? Was the
overall efsus that we are good at
2
s acco y Oor not~
age 6
Slide 9 Say: Here is the common approach to the
Comman Agpreach = Bad Oulcomes v process of accountability... which has led
most organizations historically to poor
e outcomes. Is there anything in the current
« BENTY B Daperrnbd o SAGEr BBy et approach at our organization that you'd add
e L o ta to this in terms of our historic approach?
& Tear T F e af negabwe. sof st oo,
o i o peoaow. Mok e TRally ol S e, H
< 5 i B et EE J ARTITEY m“m' 3 minutes
e

<&
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Hfective Accounrtability

D AR B e et e aien

o Sl e Ay O Sl O Al RS

o Pt P ApounAlelTy o ety dvidied’

AcCaumrEELNNT = drsmasity L (e

& Laf drmeswehisy o k)T e el oieo e obvoce.

& P b Dppr Ao setabslly cderiamien & & 2o onkion

& Poprvarn domeyshity & & B ondize. 4 et
PR

=¥

Say: Historically the common approach is to
run to the supervisor or manager as a first
attempt at accountability. This creates a
bunch of negative outcomes and doesn't
usually get the problem solved. In order to
get Accountability into Execution we find a
process that starts with self and works

towards that supervisor, manager, authori
as a last resort is the process that getsthe
best results! The ultimate goal no r
severe the final outcome might.g %, is
to do Accountability WITH t

not TO them...no excuses OR

focus on the results and follow
execution!

Now that we’ve looked at accountability, what
how does ethic ?”What is ethics?

What is Busiag ics...again at your table
discuss yonition of “ethics” and let’s

&n show the next slide...

Slide 11

w  Fivesge sfavdards sre hased in part
derfived from

o cong
vales such as honasty, respact and
breess

=¥

-

,{,@

Ethics Definition? Then pose the question,

v “WHO determines what's ethical?” Can
something be ethical but illegal or can a
behavior be unethical but legal?

In the discussion ask the group if there is any
difference in their mind between just defining
the word ethics and BUSINESS ethics? Is
there a different set of standards to hold
public versus private companies? What about
financial companies versus service sector?
What about public versus private?

5 minute discussion, Page 7

<<
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Slide 12 So if this is a basic definition of business

So.. What Is Business Bhics2 ethics...who enforces these standards of
conduct? What makes them REAL?

The principles, norms and On a flip cha_rt havc_e the group cal! o_ut
standards of conduct governing business ethics traits... characteristics of
an individual or 3 group. ethical behavior that you'd expect in busines

or from “ethical” businesses and “ethical”
business people.

— 5 minutes

Slide 13 Compare this list to the onethat t oup
Etlics Examples brainstormed. Bring up con ike “green”
s |n|t|at|yes and the dlfference b
By e Fmamahann lodsTate o Cihirs dumping chemicals int river versus

i Treswssriine, oy, ey, provs- g, ety deciding to use rec

3 Bl admwsy, (i, Ohal el N

ites to pave your

Eriare parking lot. Wher esimoney factor in,
1  FReapesnmillly BICaEEEEs [Nl o soseec . .
I N crws, cost. g, S, b cost, price, and onsequences in
A i ey it decisions tO@ n?”
i E;:;:J:_:rﬂ:}u =y il iowrEnEy v )
3 minut
e il
Slide 14 A pose,the question, if ethics is broadly
Perspectives on Ethics rstood at best...what makes it real. Tell

, Enron had an ethics policy... so what?
The conclusion you are looking for here is
Wiral valres shoold we ve by? v that without some form of accountability,

What are we here to do? ethics and anything else in life is merely
optional...like asphalt paving the parking lot
If we say i, do we DO it? versus recycled tires. What about the

concept of the new “strategic walk away”
e being implemented by mortgage holders
when they are

underwater and decide to just give the
property back to the bank...was their
mortgage simply a business deal underwater

A 7
Q& or is there any ethical expectation to a

commitment you make a signature guarantee
on and what accountability is there to those
ethics...if the property was worth 3X in 5
years, has anybody ever called the bank and

/~ O said “hey in this business deal we did, it
worked out well and I'm going to triple your
& interest that | pay since it's gone so well!” If
it’s a business deal you share in upside and
downside together...if it's a commitment, then

it’s bound by ethics regardless of the up or
downside outcomes...right? Discuss.

5 minutes

Copyright© Edge Training Systems, Inc. 2010 Page 6



EDCETI&INING
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Slide 15 Pose these questions to further point out the
Wiat is Cormarate Resgonsibifity? need to have accountability discussions and
have them WELL...with outcomes and
Hoow sfioutkl wes cem wii results...not just talks and empty policies.
man-compliance? Peer to Peer means eye to eye we solve
these things before they become unethical
Wha is responsitile and how will breaches of personal commitment contracts
accountabifity work?
1 minutes, Page 8 \
-7
Slide 16 Video Accountability No Exclises
No Exciises Ask Participants to take not
#ﬂ" _ﬂlt“ml "m":"”@' 'm“ mﬂr They are looking for th nge effort needed
meﬁw to go from the old u >t _table approach
to the better accountability with results
I¥s most affactive to note anpthing approach.
that seems similar o situations that
awn organization! 24 mlnutes, 9
e il
Slide 17 Brj explain the 4 steps in Effective
Steps ts Effective Accommtabiiily @ ability.
1. Examing or Estabiish Retationship We will get more detail in the next few slides.
2. Salf Accourrability fae & wis sot fai) ¥ Have participants take notes in their course
1 Poor to Poar Accomiability book.
Fhrew B faik ]
el sdsear e 3 minutes, Page 10
: e
<« \ ¥
Slide 18 Cover the material on PRIME THE PUMP in
Prime the Pumpg the materials on Page x and have them work
on the 4 quadrant exercise and conduct the
e st discgssior_] about the e!ements of goqd
e mﬂ“-;rm relationships, malge a list of those traits on the
Eamgarion Py fuia ARy board as they brainstorm them.
( ACcauAARNGE groraaE aad
e Have the group fill out the examples for each
i = eabipaaiiy » sl = .
/‘ O Berr CAperTanEy for Frear Outremes quadrant...good answers would include
e QUAD 1 Best Friend
& QUAD 2 Parent
QUAD 3 Stranger on the street
QUAD 4 Police Officer (too often also our
supervisors and managers)
5 minutes, Page 11
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Slide 19

Explain the first step in the accountability
process is to examine the relationship status
with those you need to hold accountable. The
focus is on APPROPRIATE relationship. This
doesn’t mean they are buddy buddy all the
time, just like it doesn’t mean they have a
strictly non-personal relationship but rather

something in between depending on the
nature of the position and the results t
people involved need to get.
outcomes, who do you get ¢ c
great outcomes with in your life
have poor relationshipsA%ith? Of course not,
you get great resultsaufen you have a basis
of an appropriate “
how many peop v
with that yoy.den' trust? Okay so trust is
what you in @ 0 get great outcomes, but
how m €ople do you trust that you don'’t
kno ell? So you have to develop an
lationship to get to know
about them that you can trust them to
that in getting results.
How many people do you have a good
v relationship with that you don't spend any
time with? Ultimately you invest some time to
get relationship built, invest that relationship
knowledge to get trust built and you invest

that trust to get results or outcomes of any
kind.

Say: When it comes to resu

Allow the group to participate as you go
through the questions above.

5 minutes

Copyright© Edge Training Systems, Inc. 2010
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Slide 20 This is an overview of the process starting

Step by Step Approach with Self 1st at the bottom, just above

relationship, and building towards the last
Effective Accourtataiiy resort of Downward Accountability.

A Meweraard drerrera ity
7 e fe Sy doy asda Sy

Review this briefly and say: Once we've

- made sure we have the right relationship
s platform WIt.h somebody in order to get great
o Fovrset e PN of Dt Frocmss results it's time to start with OURSELF!

=¥ Work through the discussion questj
Page 12 of the workbook on
ACCOUNTABILITY.

12 minutes, Page 12

Slide 21 Still on the SELF AC ABILITY page
Sedf Accomntability Eheckiist 12, ask the group tdrevieW this list of self
ee— S accountability c% items.

e e vt Say: Revie@ t and the last time you
R . saw acc ty go poorly, whether you
S e e S Pt ' d or just observed it, which one

ese might have helped the
if the people involved would have

B —— u
T T %’d with self accountability? Now share
s thOSe with the person next to you and see if
L you picked the same or different items?
Ask if anybody had a match with their partner
and which one it was? Then make the point

@ that they are all important and their relative

importance will be in relation to the specific
\ situation. However number 8 may be the
& s absolute KEY. This is the one that you want
to focus on every time so that we don’t chase
@ the wrong things during the accountability
& discussion. In order to solve it, we need to
have clear thoughts on the CRITERIA that
would solve this problem.

The bottom line is that if many of these things
are done at a self accountability level we may
v O solve the problem without even involving
others. However if we do need to have an
accountability discussion, called a PEER TO
PEER ACCOUNTABILITY discussion, then

we are ready and have entered into the
process of doing accountability WITH those
around us by starting with self first!

7 minutes

Copyright© Edge Training Systems, Inc. 2010 Page 9
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Slide 22 Continuing on we are moving up to the PEER
Step by Step Approach TO PEER accountability discussion. Cover
the overview information at the top of the
Effective Accourtataiiy page on the PEER TO PEER
A Mepmvward drerreiaty ey
R ACCOUNTABILITY CPR page 13. The focus
ety here is to ensure a discussion focused on the
iyt right outcomes. This is the MEAT of the
PR —— accountability process
o Indicate that to have a healthy peer x
accountability discussion we'll p
process CPR or Clarify, Preg and fnally
make a FIT Request for a s¢
2 minutes, Page 13 c
Slide 23 Have them brainst 2 group what key
Peer te Peer Accommtability CPR points you coul n beginning to enter

Clanify...is about reviewing pour
intenl fo ba aocountabis WITH Dheir,
ol o i TO Bham.

What key points would
you make?

.\@

|

into the accoutahility discussion? Take
notes on thrd of their answers. Clarify is
about cl iINg that you are here to do it
WIT not TO them!

ey answers you are looking for (if they

%give something close to these then add

them)

We both own it, | know | own some of it that's
why | am here to work on this WITH you

We have Common Ground/Mutual Benefits to
obtain by working this out, otherwise why
would depend on each other at all?

Relationship Is Important, | want the
relationship to be healthy and for us to work
well together both short and long term

5 minutes

O
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EDCETraining No Excuses: Foundations for Accountability, Ethics and Values

Now that you've clarified that you are here to

Peer fs Peer Accowmiabiity £FR work with them and you have common
interests and mutual purpose/benefits to
S : : . :
o “fﬁ_‘:bﬂ:“;mﬂﬂh working this out move to the P in CPR which
WMAT nod WEHFY is Present.
LaLW rulte oLt SO Sirdsiie] i & ool PRESENT if focused on presenting

cEe Sy arroeraatelly dakmes by peeeniegy . . )
13T pacty e oor nnclerstaaiing of whatl expectations versus reallty, not emon%
th

happering Aaanpensd versis WAL e expected. excuses. We need to establish that we
e understood the expectations and th h

do we understand and agree a%

happened...REGARDLESS just w

hat!

Cover the points listed on thi e by adding

any context relevant to your level of
participants. An exa@ ofjone thing that

might be presentediini this step is below...

I'd like us to di what we each thought

was suppoappen and what we should
goifig forward. Then | think we can

look ahead fo better outcomes in the future.

our understanding of the

Ations compared to how things are

tly shaping up?

v Put the group into triads (if you have an extra

person, just have one extra observer at a
table). One role is Jeff, One role is Jeff's
supervisor, One role is the observer. There is
P @ no right or wrong way for this to go, because
they are making it up so encourage them with

.5\ that up front but try to be realistic...neither

party should just lay down, and neither party
@ should act totally belligerent, just somewhere
in between. Only the observer should look at
the following page once they are assigned
that role and fill in the notes for what they
observe. Give them 4 minutes to role play,

the Supervisor is attempting to PRESENT
EXPECTATIONS VERSUS REALITY AND
A O DEAL WITH ANY RESPONSES FROM
JEFF. Then take 10 minutes to debrief the
& class taking input from the observers in the
room and the notes they'll share.

15 minutes, Role Play Page 14

Copyright© Edge Training Systems, Inc. 2010 Page 11
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Peer te Peer Acconmtability £FF

PEESENT
TP rhagE pet Welensing oF cRTe s Based T e WY F

ERpArTANELE St el mel SR B e BT
e and pERETITAIE SIANARE DT

"Bar'tce mee Pt ik WY Daigs alcli B A, il i Bl
v e uoereioo mewciabions, ohay” O s o

THT HaF BLToo o fuspen e st e ™

=¥

Cover this slide at whatever point it comes up
in the role play debrief with the observers.

One possible suggestion would be the
supervisor might say something like...

I'd like us to discuss what we each thought
was suppose to happen and what we shoul
do about it going forward. Then | thin

look ahead to better outcomes in them
What was your understanding of th

expectations compared to h
currently shaping up?

When covering expectations, should
Mary address her exp lons with Carlos
about the video sys feels it's just
use, nobody will buy
rt, it's not going to

jon, so what's the harm.
present the ethical issue
nen his point is, it won't hurt

me to take the discounted

utes

Slide 26

Peer te Peer Acconmtability CFF

Reguest.. & about getting & all
feed. . the past as much as possible
amnd focus on the future,

Malbinp # 17 Segooed

i e Pt
Vesbia e e ¥

Taryef dfr Fulure

~AT

Cover the overview of the REQUEST part of
¥ CPR on page 16.

Have each person individually fill in the boxes
on Fix, Indicate the Payoff, and Target the
Future for the Jeff situation.

Give them 4 minutes to do this, then discuss
answers from volunteers for an additional 4
minutes

10 minutes, Page 16

Slide 27

d

/

N

Peer fe Peer Accoamiability £RF

REQUETT

JRET v i vl T g B ke, e OO o 88 A0
e e a7 ' I B B i fr O, L i A0 W7
Toscals Fapoff -y G Song S e oow 1

Aipar dramt pomng fomaeer By fifune comrpimendy el
b dot e S oroect el O B e e aS et

Tl Fatamer Haoadld g B Akl 1000 THIS & phe
Aimee i demn s o A

=¥

Say: The fix must first address the past, if
there is anything needed. Then talk about the
PAYOFF SPECIFICALLY if possible both for
repairing the past and getting the future on
track, and then the FUTURE FIX that's
needed going forward. CONSIDER: What
would a judge expect? AND your criteria
from question 8 Self Accountability Checklist
“Write three sentences that if they came true
would solve it for you. Be SPECIFIC about
the criteria, you'll need this later! What do you
NEED to FIX it. “

2 minutes

Copyright© Edge Training Systems, Inc. 2010
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Slide 28 Say: Now we are at the last resort...the tip of

Step by Step Approach the pyramid where hopefully the fewest

accountability situations will need to end up if
AccoumbmCinbion we’ve done a good job at all the lower levels.
e el Now we might need to get some

e DOWNWARD ACCOUNTABILITY in place.
o We've got the right relationship, we've start

PR — with self, and we've had a peer to pe
s fpi ke accountability discussion with CPR andWIT
— and for some reason the other pers ti
isn't willing to fix the problem in.a v@ﬂ
meets our mutually benefici'a

necessary to move forward.
Sometimes that happezT and now we need

to decide how worth it it might be to go
get downward acc y in place.

In the video, Ea%i to transition his team

from the un ble to the new
roach. Did he do a good job

accountability WITH them at

if he was a peer BEFORE he

AT them as a boss? Ask the

f they thought Earl was too much on

eer level, or not enough and too quick to

, move to the downward/boss level? As a boss
you are likely going to BE the downward
accountability option if the face to face
discussions don't go well. Ask the group

what might be the benefit of approaching
e @ things like Earl did...as a counselor or coach
\ or “peer”...what benefits does that provide if
4 and when you DO have to become the boss

and enact negative consequences and
judgment? What might be the risk to

@ approaching things at a “peer” level WITH
Q somebody before you go to the downward
e

boss approach?

Copyright© Edge Training Systems, Inc. 2010 Page 13
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Slide 29 Cover the information on DOWNWARD
Dowmward Acconriabilily ACCOUNTABILITY at the top of the page.
Frcan an Wkal's Next if wu Cax't Pix i fogethor? Facilitate the DISCUSSION regarding the

= = =T three boys and Grandma'’s response
# #:“'“m' sl regarding “don’t be a tattletale”. Have the
ettt i O ekl table groups discuss each question at their

e e e T tables then bring the group back together.
a group discussion.

Pages 17 and 18 Q
The key here is: Downward ability
T p

involves difficulty or some le ain and
there will be VARIOUS PERSPECTIVES on it
no matter what opti 00se Sso you
have to be prepare

FOCUS: Thesguestion about what's next if
we cannot gether is worth a
discussi@MyHeW will it go at thanksgiving if
embers we sue each other? How
york if we take it to the boss

will
ing as suing in many ways!). Is it
it? Sometimes it is, sometimes it's not.

Have we exhausted every option to be self
v accountable and to clarify expectations for

the future to avoid problems continuing?

Have them do the Carlos and Mary Exercise
P @ on the following page. Facilitate the

discussion focusing on how it might not be a

IE\ great idea to throw options for opinion and

emotion into the process like Mary attempted
to do...it worked, but it was risky!

Q@ -

Discuss as a group the tie between Ethics

and Accountability...Enron did have an ethics
O policy ...so what?
Q Page 20
Finally have them re-do the Carlos and Mary

situation to see if they've learned how to
make a FIT Request for a solution.

Page 21

Copyright© Edge Training Systems, Inc. 2010 Page 14
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Slide 30
Bowmward Accoumiability

udigrramals DI Reindisas by Doyegasace
Raimiieein & T el or el Dirissrent

Cover the information on DOWNWARD
ACCOUNTABILITY at the top of the page
and have them individually brainstorm both
columns then ask for input from the group
and make the columns on the board.

FOCUS: A short term negative consequenc

is tough, long term it's WORSE to NOJ bri
consequences.

If it ultimately does not make
to a 3rd party AUTHORITY/

possible, bui DU cannot see getting
judgme a boss or other authority as a
good (sometimes it’s just not) then
limi th&yelationship or eliminating it

a er may be the best option to avoid

damage from accountability failures.

2) Selective Elimination refers to just

v eliminating a portion of the relationship (ex:
With my neighbor who borrowed and never
returned my drill...I might still want to have an
over the fence positive relationship without
taking him to small claims court to sue for the
drill, however | may selectively eliminate the
portion of our relationship that has anything to
do with lending him tools in the future ...
keeping the rest of the relationship in tact.
Again with somebody you work with, selective
elimination or time delay may need to be real
specific if even an option at all, but it is an
alternative to going to the “judge”.

5 minutes, Page 22
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The leadership Challenge

Wihans go we go.. o fsns?

Wihat s Keaping Your Tean Frown
Effoctive Acoountabiiy?

Close by asking each participant to answer
this question: “What's keeping your team
from effective accountability?” Have them use
it as a discussion question once they get
together as a team back in their area and
teach/use the tools in the process to work on
one thing that would improve accountability

into execution!

Page 23 Q\
There are optional case stud ) PR
action plan for setting up thé\s tability

discussion in the workbook.

Copyright© Edge Training Systems, Inc. 2010
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