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IMPORTANT NOTE TO FACILITATOR: Read this module in its entirety before you 
deliver it. If you are working with a single group, make sure you are familiar with all 
the work that organization has done on values, mission, and culture before you start 
this program.

WELCOME the group. (OPTIONAL: Insert additional icebreaker/warmup of your 
choice.)

ASK individuals to share a little bit about themselves. Then share a little bit about 
yourself, Sam, and about the book on which this development program is based. (Key 
phrase: Design a sustainable, HIGH-PERFORMANCE CULTURE to build stronger 
businesses, communities, and people.)

SAY: This development program will give you the tools you need to design, build, 
and defend a truly accountable organizational culture. 

If that is what you are here to learn about, you are definitely in the right place!

Full disclosure: Some of what I will be asking you to do in these modules will 



stretch you a little bit. My plan is to challenge you, whenever it is necessary, to 
move beyond your comfort zone, and even to challenge some of your notions 
about accountability and organizational culture.

The reason for this is simple. IF YOU AND YOUR ORGANIZATION KEEP DOING WHAT 
YOU ARE DOING NOW, YOU WILL KEEP GETTING THE RESULTS YOU ARE ALREADY 
GETTING. 

That is not what we are here for. We want to dive deep into the powerful impact a 
workplace culture can have on team members and the organization. We’re also 
here to look at creating and sustaining a powerful workplace culture. Let’s get 
started!



PASS OUT the handout entitled WHY CULTURE MATTERS: BOEING, THE 737 MAX AND 
THE CULTURE CHALLENGE. (This content also appears on pages 4-10 of the 
Participant Workbook. Use whichever is most convenient.)

NOTE TO FACILITATOR: The text of this handout appears below, in the NOTES fields 
for your slides 2-6. Instructions for delivering this material begin on slide 7. You must 
be familiar with this material before you deliver this part of the program.

((text of handout:))
WHY CULTURE MATTERS: Boeing, the 737 Max, and the Culture Challenge 

OVERVIEW: A quick refresher of what we read in the news in 2018-2019
In October 2018, 189 passengers perished when Lion Air Flight 610 crashed a few 
minutes after taking off from Jakarta. 
Boeing implied that the crash was due to human error and embarked on a process 
meant to update the online training software administered to pilots. 
A few months later, in March 2019, Ethiopian Airlines Flight 302, a second airplane 
of the same type, the 737 MAX model, carrying 157 passengers, crashed. All on 
board died.



Data from the black boxes’ flight data recordings immediately indicated several 
similarities between the two accidents. 
One major issue seems to be that the system designed to prevent the plane from 
stalling appears to have malfunctioned, instead pushing down the nose of the 
airplanes towards the ground. 
That system, known as MCAS (Maneuvering Characteristics Augmentation System), 
was a recent addition to the MAX. 
However, most pilots were neither aware of its existence nor trained in how to 
override it.
– Excerpted from Psychological Safety in Aviation New Product Development 
Teams: Case Study of 737 MAX Airplane by Michael Naor, Nicole Adler, Gavriel
David Pinto, and Alon Dumanis



TRANSITION into a discussion of a word that is central to everything you will be doing 
together: ACCOUNTABILITY. Point out that the Boeing chairman SAID he was 
committed to the value of safety…but actually WAS NOT willing to live that value. 
That is a failure of accountability. CULTURAL OF FAILURE STARTS AT THE TOP OF THE 
ORGANIZATION.

SHARE the quote above from Sam Silverstein. 

DISCUSS people’s reactions to it. Encourage them to take notes on the conversation. 
(The relevant notes page shows up on page 11 of the Participant’s Workbook.)

ASK for examples of times when someone TREATED ACCOUNTABILITY AS A 
CONSEQUENCE. (As in “I am holding you accountable.”) Or WAS treated that way.

ASK: How do YOU feel when someone tells you they will be “holding you 
accountable” for something? 

How does the relationship change when you hear that? 



How does your level of performance change?

DISCUSS the various responses.

SAY: In this development program, we are going to be looking at some proven 
strategies for making accountability a powerful competitive advantage for your 
organization. BUT in order to make that happen, we must be willing to change what 
we expect from ourselves and change what we expect from others. 



SAY: One morning, a few years ago, Sam woke up and discovered he was 
experiencing immense and acute discomfort in the region of his gluteus maximus. 
That is right, he had a major pain in the butt.

I should give you a little background here. For the past week, that pain in his butt 
had been growing steadily. Each time Sam noticed it, he had dismissed it, “No 
problem,” he thought, “it will go away on its own. That is what happens with 
muscle pains.” That is what he had convinced himself this was: muscle pain. 

Well, for a week, this so-called “muscle pain” refused to go away. It kept 
intensifying. One day, Sam, who is an avid runner, decided he had better back off 
on his running routine. So he started running fewer miles, hoping this would make 
things better. 

It did not. The pain just kept getting worse, no matter what he did. He kept trying 
to struggle through it. As the week wore on, Sam went from not running as many 
miles to not running at all.

Pretty soon, the issue was whether Sam could even get through the day. He 



devoted three whole days to pretending he could tough it out. Then four. Then five. 
Finally, on a Sunday morning at 5:30, he woke up in so much pain that he told his 
wife, Renee, “I cannot do this anymore. We have to go to the hospital.”

ASK: Have you ever tried to “tough it out” and later wished you had just called the 
doctor? (DISCUSS the various responses.)



SAY: Renee drove Sam to the emergency room. When they asked him how bad the 
pain was, on a scale of 1 to 10, he said, “Fifteen!” He meant it. He was in bad 
shape.

He got an MRI. The doctors there gave him some pain medication. They took a look 
at the MRI and concluded that the problem was not muscle fatigue, as Sam had 
thought. It looked to them like a disc issue, and a serious one. 

Sam would have to see a specialist to get a formal diagnosis—someone who could 
evaluate the MRI he had just completed. But there were no neurosurgeons 
available to see him that morning. They gave him some pain pills for his pain in the 
butt and sent him home.



SAY: The pain pills did very little for Sam. He could not sit down for any length of 
time without feeling like he was going through a torture chamber. 

A visit to a pain specialist brought him back to a basic level of functionality, 
meaning he was no longer in level 15 agony. He was down to about a 5 or a 6. 

So basically he could sit down, grit his teeth, and bear the pain for just long enough 
to take a flight from St. Louis to Reno, Nevada to give a speech that he had been 
booked for that week. (For some reason, standing up was much less of a problem 
for Sam than sitting down.) 

Once he made it back home, though, Sam reached a conclusion. 

Just masking the pain he was feeling was not the solution he was looking for. 

ASK: Have you ever reached a conclusion like that? (DISCUSS the various responses.)

This was no way to live. Sam knew he had to see a neurosurgeon if he wanted to 
get to the bottom of this and get something resembling a normal life back.



SAY: Sam was finally able to get an appointment with a neurosurgeon who was able 
to confirm what the ER doctors had found. This was a disc problem, and fixing it 
meant making some lifestyle changes that would not necessarily be comfortable or 
familiar. 

There would be a special exercise routine he would need to follow. Also, he would 
have to stop running marathons and run shorter distances, or even replace running 
altogether with other forms of exercise.

Now, this is a program about workplace culture. So perhaps you are wondering why 
I am telling you all this? Because leaders and organizations wake up to discover 
they have a major pain in the butt, too! Often, in fact, they have MORE than one 
pain in the butt.

The Accountability Advantage ™ process we will be looking at cures ALL 
organizational pains in the butt.

Yes, I said ALL! As in EVERY SINGLE ONE.



But there is a catch. We need to accept ahead of time that the changes we are 
going to need to make to fix the pain are not necessarily going to be comfortable or 
familiar! Let’s take the opportunity now to share some important takeaways from 
Sam’s story, takeaways that are relevant not just to the emergency room, but to 
your workplace.



SAY: Here is the first takeaway. When we are dealing with a pain in the butt, we 
need to GET EXPERT ADVICE.

ASK: What might seeking expert advice look like in your organization? (DISCUSS the 
various responses. Possible answers include: Talking to you the facilitator, talking to 
someone like Sam, talking to a consultant with experience in a given field.)

SAY: Sam thought he knew what was causing his pain in the butt. He was wrong. 
The specialist he ended up working with was 1000% better at diagnosing the 
problem than he was. It turned out that the cause was not at all what Sam had 
imagined. 

The same is true of our organization. We sometimes need help from an expert to 
figure out what is causing the pain, and how best to deal with and resolve that 
pain.



SAY: Here is the second takeaway. When we are dealing with a pain in the butt, we 
want to avoid taking any knee-jerk action that ends up MAKING THE PROBLEM 
WORSE. 

ASK: Have there been times when knee-jerk decisions have hurt your organization? 
What were they and how did it play out? (DISCUSS the various responses. Examples 
might include: Hiring someone who was not a good fit for the organization.)

Initially, Sam thought his pain in the butt was not serious. He was wrong about 
that, too. As a result, his actions – like running –actually made the problem worse. 

The same is true at the organizational level. When we ignore symptoms or try to fix 
the situation without a professional diagnosis of the problem, we run the risk of 
worsening the problem. Our intentions may be good. But we can still do a lot of 
unnecessary damage.



SAY: Here is the third takeaway. When Sam reached the point of agony, 15 on a 
scale of 10, what he was most interested in was making the pain go away. 

He really wanted the doctor to prescribe a vial of magic pills that would accomplish 
that goal. A pain pill, however, was not all that he needed. All the pain pill did was 
mask the symptoms.

ASK: Think back on your own career. What kinds of “pain pills” have you seen 
someone who was acting as YOUR BOSS reach for? (DISCUSS the various responses.)

(Possible examples: Moving a problem employee’s office, so he or she doesn’t have 
to interface with as many people. Or raising a salary because someone has to deal 
with another employee who has a bad attitude. Or the sales team tells you the 
product cannot compete in the marketplace, so you drop your price. Or you get 
feedback that your organization consistently delivers a poor customer experience, 
and you imagine you can fix that by bringing in someone for a two-hour speech.)

SAY: The same basic principle Sam had to deal with holds true for us as business 
leaders. It is natural enough for us to focus on the pain we are feeling, but we need 



to understand that the pain is a symptom of what we are going through, not the 
root cause. 

We do not want to simply mask the symptoms and stop there. If we do, the causes 
get worse, and the problem comes back and is even more difficult to solve. 

We also need to recognize that challenges in execution and performance we see 
happening in our organization must not be confused with the root causes that 
create those challenges. We always want to fix the root cause!



SAY: Let me ask you to think of a specific time when YOU PERSONALLY tried to fix 
challenges in execution and performance without addressing the root cause of 
those challenges. 

Write down the details of a time when you reached for a “pain pill” on page 16 of 
your workbook. 

What kind of QUICK FIX were you hoping for? 

What actually happened? 

What was the impact on the culture when that happened?

What did you learn from that experience?

DEBRIEF AND DISCUSS the participants’ written responses to the exercise on 
workbook page 16. You are looking for responses like, “I thought the fact that I liked 
the person and got along well with them made them a good hire, but that turned out 



not to be the case.” If the person is not a good fit for the organizational culture we 
are building, we need to discover that early on!



SAY: Here is the fourth takeaway. When Sam followed his neurosurgeon’s advice, 
over a period of weeks, he recovered. His pain in the butt was gone. He could get 
out of bed on his own. He could drive again. He could sit on an airplane seat again. 
He could deliver programs and keynote speeches again. 

ASK: What would fixing the root cause of a major pain in the butt look like in your 
organization? (DISCUSS the various responses.)

(Possible examples: Instead of moving a problem employee’s office because people 
don’t enjoy working with them, coach the employee up or let them go someplace 
where their behavior is acceptable.)

(Instead of raising a salary because someone has to deal with another employee who 
has a bad attitude, coach that employee up or let them go someplace where that 
behavior is acceptable.) 

(Instead of dropping your price, discover what uniqueness you offer as an 
organization, improve the customer experience, and invest in improving the product.)



(Instead of expecting a two-hour speech from an outsider to fix the customer 
experience, start treating your employees the way you want them to treat the 
customer. Address the real issue!)

SAY: When you fix the root problem, which is, at its heart, a CULTURAL problem, 
the related pains in the butt vanish.



SAY: And here is the fifth and final takeaway from Sam’s story. This experience was 
awful. Sam did not want the pain to ever come back. That meant he had to make a 
long-term commitment to the therapy regimen that the back specialist shared with 
him. 

In other words, if he wanted to avoid the RETURN of the pain in the butt, he could 
not stop doing what he was supposed to do. If he had stopped his routine after just 
a week or so, the pain would have come back. Sam had to make some long-term 
changes. He had to be committed to stepping the new regimen out over time. 

ASK: If you eliminate the recurring pains in the butt in your organization, what 
could you focus on and/or achieve in the long run? (DISCUSS the various responses.)

How much time would you save if you were not putting out fires connected to 
recurring pains in the butt? (DISCUSS the various responses.)

KEY POINT: It is within your power to eliminate recurring pains in the butt, but that 
starts with you believing that is possible.



If we keep up the right routine, the new way of doing business, the new way of 
LIVING, we can keep the old problems from resurfacing, and we can keep the pains 
in the butt from coming back.



SAY: Sam’s story is not just about Sam. It is really about YOU.

YOU and your organization, that is. 

Sam’s story is an analogue for the challenges organizations experience when the 
working CULTURE has a serious problem.

ASK: What does that word CULTURE mean to you? (DISCUSS the various responses.)



SAY: This is what we mean by CULTURE: “The way we do things around here.” That 
is going to be our working definition when we use that word in this program.

DISCUSS the definition.

KEY POINT: Culture is what’s repeated and what’s accepted. 

KEY POINT: Every challenge we face as an organization will either be caused by our 
culture or solved by our culture.



ASK: And here is the big question. 

Do we as leaders ever accept what seems like a minor pain in the butt, just because 
the company is making money? 

(Prompt: Yes! It happens all the time.) 

DISCUSS the participants’ various responses and examples of this. To get the 
conversation started, you may want to share your own examples of companies that 
were making money at one point but that did not adapt well to changing 
circumstances. For instance, you might contrast Blockbuster with Netflix.

NOTE TO FACILITATOR: You are looking primarily for THEIR input and personal 
experiences here. Avoid going into too much detail about the specific consequences 
of accepting a pain in the butt; for now, let the participants fill in the blanks. 

You will be sharing detailed content later about the specific impacts on the 
organization of ignoring cultural “red flags.” 



SAY: We teach leaders that if they made the effort necessary to properly diagnose 
and eliminate their pain in the butt, the profits would be far greater! And so would 
the long-term prospects of the company! 

ASK: Why? (NOTE TO TRAINER: Answer to this question is in the NOTES section of 
the next slide.)



SAY: Because they would be establishing and protecting a HIGH-PERFORMANCE 
CULTURE!

When you lead an organization that lives that kind of culture, the SKY IS THE LIMIT. 

So that is what we are working toward. A HIGH-PERFORMANCE CULTURE. The kind 
that people want to work in.

But to make that kind of culture a reality, you need to fix the ROOT CAUSES of the 
organizational pains in the butt you are experiencing. And you need to keep them 
fixed.



FACILITATOR’S NOTE: Break the participants up into groups of two or three. Keep 
people who work for the same company in the same small group.

ASK: What would you say your organization’s biggest pain in the butt looks like? 
Turn to page 20 in your workbook and circle THE ONE ITEM THAT IS MOST 
IMPORTANT TO YOU. Then, in the space provided, give your reason for making that 
selection. 

FACILITATORS NOTE: Be sure each group circles and explains only a single response. 
Push back tactfully if you hear “all of them.”

DISCUSS the participants’ various responses. Encourage each to identify ONE area of 
concern and share it with the group.

ASK: Why is that area so important to you? (DISCUSS the responses.) You are looking 
for responses like, “Creativity and innovation are essential if you want to remain 
competitive in our industry, so that’s why I chose that area.” PRAISE AND 
ACKNOWLEDGE EVERY RESPONSE.



SAY: Most organizations will be thrilled to make dramatic improvements in ONE of 
these areas. And if they were able to make dramatic improvements in two or three 
of these areas, they would be elated! But what would happen if you were 
somehow able to transform your organizational, Monday-morning “pain in the 
butt” into a sustainable competitive advantage…in ALL ELEVEN areas? Is that even 
possible? Believe it or not, IT IS!



SAY: Transforming a pain in the butt in the area of LEADERSHIP into a sustainable 
competitive advantage means making your organization a WELL-OILED MACHINE. 

It means people at all levels of the organization consistently make the best 
decisions possible at that level, on their own, and only ask for help in making 
decisions in rare or extraordinary situations. 

It means your people make good decisions quickly and move forward expeditiously. 

It means your people have the resources and the support they need to get the job 
done.



SAY: Transforming a pain in the butt in the area of COMMUNICATION into a 
sustainable competitive advantage means your people know what they need to 
know, when they need to know it. 

It means information flows freely through the organization, not just within a given 
department, but between departments. 

It means siloed communication does not exist in your organization. 

It means nothing is held back for petty or immature or short-sighted reasons. 

It means no backbiting and no gossiping.

It means everything important is shared openly and honestly, and information is 
virtually always received in the way that it was intended.



SAY: Transforming a pain in the butt in the area of TEAMWORK into a sustainable 
competitive advantage means your people trust each other and know they can 
count on each other. 

People are ready, willing, and able to help each other, and they are ready, willing, 
and able to ask for help when they need it. 

They are not worried about what people think about them, because they know that 
they are all in this together.



SAY: Transforming a pain in the butt in the area of the CUSTOMER EXPERIENCE into 
a sustainable competitive advantage means you have great word of mouth in the 
marketplace. 

It means your customers feel valued. 

It means you have a strong base of happy customers who have a high statistical 
likelihood of becoming repeat customers, and there is no shortage of quality 
referrals. Ever.



SAY: Transforming a pain in the butt in the area of Creativity and Innovation into a 
sustainable competitive advantage means everyone is valued for their opinion. 

It means everyone is willing to share their opinion, which means that people who 
are involved or affected by a given process, and who have insights that will help 
you to improve that process, share their ideas when it counts. 

It means people at all levels feel comfortable sharing new ideas. 

And it means that disruptive technology has a greater likelihood of being 
discovered and implemented and a greater chance of improving your position in 
the marketplace.



SAY: Transforming a pain in the butt in the area of Creativity and Innovation into a 
sustainable competitive advantage means everyone is valued for their opinion. 

It means everyone is willing to share their opinion, which means that people who 
are involved or affected by a given process, and who have insights that will help 
you to improve that process, share their ideas when it counts. 

It means people at all levels feel comfortable sharing new ideas. 

And it means that disruptive technology has a greater likelihood of being 
discovered and implemented and a greater chance of improving your position in 
the marketplace.



ASK: Of course, this transformation means that everyone is physically safe. But it 
also means something else. What do you think that is?

DISCUSS: The various responses.

PROMPT: Safety also means that people feel emotionally safe.

SAY: That means they know they are safe to be who they are, safe to disagree with 
leadership, and safe to think freely.

Transforming a pain in the butt in the area of SAFETY into a sustainable competitive 
advantage means your people are free to focus on what is really important. 

In a high-performance culture, it is safe to be different. Team members know they 
are not being judged for what they say, and they know that bias has no place in the 
organization.

ASK: If people don’t feel safe raising an issue about quality, what’s going to 



happen? (PROMPT: Quality drops, sometimes with catastrophic implications.) Tie this 
discussion back to the Boeing example.



SAY: Transforming a pain in the butt in the area of ATTRACTION AND RETENTION 
into a sustainable competitive advantage means your organization is able to attract 
and hold on to the best people.

Even when unemployment is low. Why? Because you are a “destination employer.” 

You have a long line of qualified people applying for every opening, because they 
know about and want to be associated with your organization. 

People want to work in a safe environment where they are rewarded fairly for their 
contribution.

People want to work in an environment where they are valued and heard and are 
never thought of as part of the problem and always considered part of the solution.

Working in an organization with that kind of culture is one of the reasons good 
people STICK AROUND, even when another organization offers them MORE 
MONEY. 



Remember: Attraction and Retention is about MORE THAN MONEY!



SAY: Transforming a pain in the butt in the area of ENGAGEMENT into a sustainable 
competitive advantage means people are fully aligned with the mission.

It means people enjoy working for your organization and enjoy working with each 
other.

It means they apply themselves to everything they do. 

It means team members are driven by a desire to do their best.



SAY: Transforming a pain in the butt in the area of PRODUCTIVITY into a sustainable 
competitive advantage means your return on investment improves. 

Your people are getting more done, not just on behalf of the organization and your 
clients, but on behalf of each other.

A high-performance culture strengthens those relationships internally. That means 
teamwork and engagement go up. And when teamwork and engagement go up, 
productivity goes up.



SAY: Transforming a pain in the butt in the area of PROFITABILITY into a sustainable 
competitive advantage means your bottom line is robust in both good times and 
bad!

ASK: How many people here would like that? Show of hands, please.

SAY: I thought so.

Many leaders look at this as the biggest pain in the butt of all. Everything connects, 
of course, so we see all eleven of these elements as INTERRELATED.

But even if you do look at this pain in the butt as #1 on your priority list, consider 
that you really can turn it into a sustainable competitive advantage. 

You can turn it into a whole new way of doing business. By UPGRADING YOUR 
CULTURE.

In a HIGH-PERFORMANCE CULTURE, you take better care of ALL your stakeholders, 
not just your employees and your investors. 



You attain your financial goals AND make a positive impact and contribution in the 
community in which you do business. 

ALL the competitive advantages we have been looking at are significant strategic 
resources for you in more difficult times. And they all improve profitability. 



SAY: This program is all about creating and protecting a sustainable HIGH-
PERFORMANCE CULTURE that people want to be a part of.

At this point, we need to be very clear about something that a lot of people miss: 
You can hit your numbers and still NOT be creating a sustainable high-performance 
culture that people want to be a part of. 

In fact, that is exactly what many leaders do. And when they do that, they put their 
organizations at risk!

It is true. You can make a lot of money, get good publicity, and rank high in your 
industry, all without creating and protecting the special kind of working culture we 
are talking about. 

But you CANNOT make the competition irrelevant and ensure your organization’s 
success during good times and bad, if you are ignoring multiple pains in the butt. 
And many, many organizations are.

To make the competition irrelevant and set up the kind of operational success that 



endures no matter what, you need to fix the ONE THING that is the predictable 
common denominator, for all organizations, in all eleven of those organizational 
pains in the butt we just examined.

SAY: Turn to page 21 in your workbook and BRIEFLY write down what you think that 
ONE THING is. We will discuss your answers in Module 2.



REVIEW the key points from this module.



REVIEW the key points from this module.



REVIEW AND DISCUSS the homework assignment that shows up on page 23 of the 
workbook.

IMPORTANT NOTE TO FACILITATOR: If you will not be seeing this group again for one 
or more days, set the schedule about when the next session will be and set the 
expectation that this assignment will be complete before you meet again.

On the other hand, if you are moving on to Module 2 TODAY, make assigning this 
simple written exercise your final activity before giving the group a break. Set the 
expectation that you will be reviewing the results as a group when you reconvene.



IMPORTANT NOTE TO FACILITATOR: Read this module in its entirety before you 
deliver it. If you are working with a single group, make sure you are familiar with all 
the work that organization has done on values, mission, and culture before you start 
this program.

WELCOME the group.

ASK individuals to share a little bit about what has happened since you saw them last. 

(OPTIONAL: Insert additional icebreaker/warmup of your choice.)

SAY: What we are doing today is building on the work we did together last time. Let’s 
get started!



SHARE the quote above from Sam Silverstein. 

DISCUSS people’s reactions to it.

SAY: In this module, we are going to be looking at what needs to happen for us to 
be part of a culture that is designed ON PURPOSE.



ASK: When you think about what we talked about last time, what concepts had the biggest 
impact? DISCUSS the various responses. Reinforce and praise all correct answers. If 
necessary, prompt for:

Organizations have pains in the butt, just like people. When we ignore them or try to apply 
quick fixes that do not solve the root problem, culture, we make things worse.

Designing and protecting a high-performance culture that people want to be a part of 
enables you to eliminate pains in the butt and turn them into sustainable competitive 
advantages. Pains in the butt can show up in:

Leadership
Communication
Teamwork
Customer Experience
Change
Creativity and Innovation
Safety
Attraction and Retention
Engagement
Productivity



Profitability

ASK: Now the big question. Who did the homework? NOTE TO FACILITATOR: Keep this 
light-hearted.



REVIEW AND DISCUSS the completed homework assignment that participants 
entered at the end of module 1, on page 23 of the workbook.

IMPORTANT NOTE TO FACILITATOR: If for some reason a participant has not 
completed the homework, DO NOT CRITICIZE THE PERSON ABOUT THIS IN FRONT OF 
THE GROUP. Be supportive. Help the person to develop verbal answers to each of 
these questions before you continue with Module 2. Bear in mind that not everyone 
learns in the same way. If necessary, discuss the importance of completing homework 
assignments one on one with this person. Make accommodations as necessary.



SAY: Let’s look at something else we did at the end of Module 1. Remember, I asked 
you what the unifying thread was to all 11 of the business challenges we looked at. 
I’m curious. What did you write on PAGE 21?

REVIEW and DISCUSS the responses people gave to the question on page 21 of the 
workbook.

FACILITATOR’S NOTE: The answer you are looking for shows up on the next slide.



SAY: ACCOUNTABILITY is what makes it possible for us to reach our fullest potential 
in each of these areas.

SAY: If we want to know what is standing between us and a high-performance 
culture, the kind of culture that everyone wants to be part of and wants to support, 
it is a LACK OF ACCOUNTABILITY in our workplace culture. 

KEY POINT: Accountability must be a cultural reality, an ongoing workplace 
experience. 

SAY: It is not something that only materializes when leadership does not get what it 
wants from someone.

It needs to be present in everything all of our people do, including us!

ASK: What is accountability, anyway?

DISCUSS the various responses.



SAY: Accountability means KEEPING YOUR COMMITMENTS TO PEOPLE.

That is our definition. Please write it down on page 27 of your workbook, just as 
you see it here. Fill in the blanks.

Accountability is not something you can layer onto your organization or your team 
from the outside. It is something they need to see from the leader. Which is you.

Here is the interesting thing. Every leader we talk to, every single one, wants 
accountability to produce BETTER RESULTS for them and for their organization. 

BUT they often do not get the improvement they are looking for. 

The question is HOW to make the results we want a reality.



KEY POINT: Here is how NOT to get the results we want as a leader: by TELLING 
PEOPLE YOU ARE GOING TO START HOLDING THEM ACCOUNTABLE FOR X, Y, OR Z.

SAY: The whole idea of “holding someone accountable” is misguided. It simply does 
not work.

When people hear you talking about holding them accountable, they go into 
protective mode. They think they are about to be attacked. And you know what? 

They are right. 

TELLING people you are holding them accountable always backfires. 

You know what does not backfire? You MAKING a commitment to them and then 
keeping it. 

Do that often enough, on purpose, and you will find yourself moving toward a 
HIGH-PERFORMANCE CULTURE. 



Accountability, as modeled by LEADERSHIP, is the hallmark of that kind of culture. 



KEY POINT: Accountability always starts with us. And it can never be mandated. It 
can only be inspired.

SAY: Has anyone here ever had to report to a manager who did not walk the talk? 
Who expected you to uphold commitments, but would not make or uphold 
commitments to you? How did that make you feel? How did that feeling affect your 
performance?

NOTE TO FACILITATOR: Break the participants up into groups of two or three, then 
FACILITATE the exercise that shows up on page 28 of the workbook. This exercise asks 
people to identify FIVE habits of leaders who fail to inspire accountability.

DISCUSS: The various examples. Offer an example of your own, if you can. (Example: 
Setting a double standard, such as the habit of demanding that others stay on the job 
till closing time, while the leader himself often sneaks out of the office a few minutes 
early.) Talk about how that leader negatively affected your engagement and your 
productivity.



SAY: As it turns out, there are two types of culture. There is a culture by default, 
and there is a culture by design. 

A culture by default is what many organizations have. This is also known as a 
lowest-common-denominator culture, or a culture where anything goes. 

A culture by default is an UNACCOUNTABLE culture, a culture where people do not 
do what they say they are going to do, to the detriment of relationships. 
Accountability is not standard operating procedure. Managers may TALK about 
accountability, but they do not LIVE it.

A culture by design is an accountable culture where people make commitments 
that support relationships and keep those commitments, no matter what. They do 
what they say they are going to do.

A culture by design is what truly accountable organizations have. This is the kind of 
culture you as the leader have to make a conscious decision to create, model, and 
defend. It takes effort to walk your talk. You have to do it on purpose, and with 
purpose. 



Lots of leaders we talk to have tried to have a culture by design, but they end up 
having a culture by default. 

The reason that they do not have a culture by design is that they do not have a 
PROCESS for designing, implementing, and defending that culture. They are not 
even aware that there is such a process! We will be learning that process, together, 
in this program.

But before we get into that, let’s look at how a culture by default takes root.



ASK: So what happens? How do you think a culture by default becomes the norm? 
(DISCUSS the various responses.)

SAY: It happens BECAUSE LEADERS TAKE THE EASY WAY OUT. 

Leaders do not confront the situation. They do not want to make waves. They share 
a couple of stories about what they think the culture should be, they circulate a few 
emails, they tack up a few posters, they issue some mandates, and they hope that 
does the trick.

They think their people have “got it” when they themselves have not “got it.” 

The reality that leaders do not “get it” is evidenced in the leader’s lack of 
accountability to their own people!

KEY POINT: People at organizations where there is a culture by default do not do 
what they say they are going to do. 

That dysfunctional dynamic is hard-wired into the organization. It is a culture of 



cowardice. And the cowardice typically starts at the very top of the organization. 

HYPOTHETICAL EXAMPLE: We say that our company values people. We say that is 
who we are. We post that on all the bulletin boards. BUT we keep someone on staff 
who keeps treating people like dirt. Because they are a relative of a major client.

In this case, the LEADER is unaccountable, because the leader is afraid to do what 
they know they should do, due to a fear of the short-term bottom-line 
ramifications. This fear is misguided. It is based on false assumptions. And it dooms 
the culture.



SAY: Here is another example of a CULTURE BY DEFAULT, which is the opposite of an 
accountable culture.

A consulting firm we know of tells clients, prospective clients, members of the 
media, and anyone else who will listen, that they are all about “excellence, 
professionalism, and commitment to people.” If you did not work there, and you 
just read their press releases and did nothing else, you might think that that is what 
their culture is all about.

But is that what people actually experience while they are working at this 
consulting firm? No! A while back, Sam was talking to one of the senior partners at 
that consulting firm. We will call him Guy. Here is what Guy said to Sam:

“Sam, you know that growth bottleneck you and I were talking about a couple of 
months ago? We figured out how we can manage the workload. We have finally got 
it all figured out. What we are going to do is, we are going to hire consultants full 
time, but not put them on the partner track. And then, if there is a business 
downturn, we are going to just let them all go. Problem solved.” And that is exactly 
what he did.



Does that kind of decision making say “commitment to people” to employees? Or 
does it say, “We cannot be trusted, so you had better watch your own back, 
because no one else is going to be watching it”?

This leader said one thing, and did the exact opposite.

ASK: What kind of accountability is he likely to get from his team? (PROMPT: Little 
or none.)



SAY: Guy is like a lot of leaders. He makes excuses for decisions like these, decisions 
that make a culture by default inevitable.

Excuse 1: These leaders think they are making smart, bottom-line decisions that are 
best for the organization. 
REALITY: An accountable workplace culture, a culture by design, would deliver 
better financial results than they are currently experiencing. Period.

Excuse 2: They tell themselves that they are facing an emergency situation that 
justifies putting the culture “on the back burner.” 
REALITY: Culture is always on the front burner, whether you realize it or not. And 
when you as the leader screw up the culture, you make it harder for your 
organization to respond effectively to the current emergency, and you also make it 
more likely that your people will face another, worse emergency in short order.

Excuse 3: They compare themselves to other companies in their industry and think 
they are doing okay culturally. 
REALITY: We know less than we think we know about competitors and their 
culture. Very often, we do not even know who our emerging competitors ARE! 



In fact, leaders of organizations where there is a low-commitment to culture 
typically get passed up by the competition and do not realize what has happened 
for months or even years.

FACILITATOR’S NOTE: Ask people to fill in the blanks on page 30 with the words that 
show up on this slide.



SAY: Making money or even leading our industry DOES NOT mean we are as good as 
we can be. If we are living a culture by default, WE ARE VULNERABLE.

An accountable workplace culture would not only also deliver better results. It 
would deliver more sustainable results, meaning that our organization would 
perform at a high level during both good times and bad.

Not only that. An accountable workplace’s culture would make our competition 
IRRELEVANT. In a true culture by design, in a culture that is built on making and 
keeping commitments that support relationships, you are only competing against 
yourself. 

You are always trying to improve, to discover your real potential and grow to 
achieve that potential, and to deepen relationships. Clients and customers notice 
that, and they appreciate it. So they stick around.

Bottom line: A culture by default is TOO DAMN EXPENSIVE!



SAY: So, what do we do? How do we make sure our organization is driven by a 
culture we design? How do we build an accountable culture where people 
consistently make and keep commitments, a culture that honors and supports 
relationships? 

We will look at those questions in Module 3.



REVIEW the key points from this module.



REVIEW the key points from this module.



REVIEW AND DISCUSS the homework assignment that shows up on page 32 of the 
workbook.

IMPORTANT NOTE TO FACILITATOR: If you will not be seeing this group again for one 
or more days, set the schedule about when the next session will be and set the 
expectation that this assignment will be complete before you meet again.

On the other hand, if you are moving on to Module 3 TODAY, make assigning this 
simple written exercise your final activity before giving the group a break. Set the 
expectation that you will be reviewing the results as a group when you reconvene.



IMPORTANT NOTE TO FACILITATOR: Read this module in its entirety before you 
deliver it. If you are working with a single group, make sure you are familiar with all 
the work that organization has done on values, mission, and culture before you start 
this program.

WELCOME the group.

ASK individuals to share a little bit about what has happened since you saw them last. 

(OPTIONAL: Insert additional icebreaker/warmup of your choice.)

SAY: Today we take a deeper dive into the essential elements of a culture by design. 
Let’s get going!



SHARE the quote above from Sam Silverstein. 

DISCUSS people’s reactions to it.

SAY: In this module, we are going to be debunking, once and for all, the myth that 
accountability is something we can use to manipulate people who report to us. In 
fact, accountability ALWAYS starts with us.



ASK: When you think about what we talked about last time, what concepts had the 
biggest impact?

DISCUSS the various responses. Reinforce and praise all correct answers. If necessary, 
prompt for:

A lack of accountability is the unifying thread connecting all eleven of the business 
challenges we have discussed.

Accountability is keeping your commitments to people.

Accountability cannot be mandated. It can only be inspired.

There are two kinds of organizational culture: culture by default and culture by 
design. 

A culture by default is an UNACCOUNTABLE culture. Managers may TALK about 
accountability, but they do not LIVE it.



A culture by design is an accountable culture where people make commitments 
that support relationships and keep those commitments, no matter what. They do 
what they say they are going to do.

ASK: Now let’s look at the assignment you got at the end of Module 2.



REVIEW AND DISCUSS the completed homework assignment that participants 
entered at the end of module 2, on page 32.

IMPORTANT NOTE TO FACILITATOR: Where appropriate, use the participants’ 
responses to foreshadow one or more of the Ten Relational Commitments, which are 
introduced in this module. You can also connect the responses you hear to the 
concept of “accountability starts with me.”

IMPORTANT NOTE TO FACILITATOR: If for some reason a participant has not 
completed the homework, DO NOT CRITICIZE THE PERSON ABOUT THIS IN FRONT OF 
THE GROUP. Be supportive. Help the person to develop verbal answers to each of 
these questions before you continue with Module 3. Bear in mind that not everyone 
learns in the same way. If necessary, discuss the importance of completing homework 
assignments one on one with this person. Make accommodations as necessary.



SAY: At the end of Module 2, I promised you a deeper dive into the kind of culture 
we all want to be part of: the CULTURE BY DESIGN. Let’s take that deeper dive 
together now.

Remember that this is an accountable, sustainable, high-performance culture. As it 
happens, there are two vitally important things you need to know about this kind 
of culture.

The first thing you need to know is something we have already talked about. I am 
going to be repeating it often throughout this program. It comes right at the top of 
the list: A culture by design always starts with you, the leader. In other words, 
WHEN IN DOUBT, CHECK THE MIRROR!

The second thing you need to know is that there is a clear, comprehensible, proven 
PROCESS you can follow in order to make this kind of culture a reality in your 
workplace. WORK THE PROCESS!

This module is all about unpacking these two big ideas. So let’s get down to it.



SAY: As we have seen, accountability cannot be mandated. It can only be inspired. 

And the leader is the perfect person to inspire it. 

ASK: How does that happen? (PROMPT: By making and keeping commitments to the 
team, as a whole, and to the individuals on the team.)

ASK: By the way, do you have to speak a commitment out loud in order to make it 
and keep it?

DISCUSS the various responses.

PROMPT: We make lots of commitments that are so important we would never, ever 
break them, even if we never spoke them out loud.

ASK: How many people here are committed to keeping their family safe and 
secure?

DISCUSS the various responses.



ASK: Do you have to say that to each individual member of your family to be 
committed to it?

PROMPT: No!

SAY: Let’s put a magnifying glass now on the two different kinds of commitments.



SAY: There are two kinds of commitments leaders make: tactical and relational. 

Tactical commitments are day-to-day items on the to-do list: They come and they 
go. For instance, making sure people get paid is a tactical commitment. Does it 
need to happen? Yes. Is it your responsibility? Yes. Does it create accountability? 
No. Because it is an item on the to-do list. There is no meaningful emotional 
connection between people when it happens. There is only a negative emotional 
deficit between people when it DOES NOT happen. 

KEY POINT: Tactical commitments are important; we want to be sure to honor
them. Organizations and teams cannot function without them. But JUST fulfilling 
tactical commitments is not the way to inspire your team or your organization to be 
accountable. That does not motivate them to be and do their very best. That is not 
how you build an accountable culture. 

KEY POINT: We are responsible for things, but we are ACCOUNTABLE to people. 
When we make and keep a commitment that supports a relationship, THAT IS 
ACCOUNTABILITY.



SAY: RELATIONAL commitments are the path to take if you are serious about 
inspiring accountability in your team and your organization. 

These are the commitments – sometimes spoken, sometimes not – that support 
and strengthen your RELATIONSHIP with another person, whether or not you talk 
about those commitments. 

FACILITATOR’S NOTE: You may want to share the example of being committed to 
telling the truth as a relational value. Discuss how this shows up in your own life.



NOTE TO FACILITATOR: Break participants up into groups of two or three and then 
facilitate the following exercise.

SAY: Using the worksheet you will find on page 37, write down two 
TRANSACTIONAL commitments you have made and kept recently and two 
RELATIONAL commitments you have made and kept.

NOTE TO FACILITATOR: Give the groups time to complete the assignment. Ask them 
to read their answers aloud. Discuss the various responses.

EXAMPLES of the kinds of responses you are looking for: “I will finish the report and 
turn it in by Tuesday at 2pm.” “I will take out the garbage.” (Transactional.) “I am 
committed to telling you the truth.” “I do not steal.” (Relational.)

KEY POINT: It is our job as leaders to make and keep relational commitments. No 
one else’s. It all starts with us.

ASK: Here is a question. How many relational commitments would you say there 
are?



NOTE TO FACILITATOR: If participants are unfamiliar with this material, you will hear 
something like “Too many to count.” If they are already familiar with the Relational 
Commitments, use the next slides as a brief refresher before you move on to the 
Accountability Advantage Process material on slide 22.

SAY: Actually, once you boil everything down to the essentials, there are really TEN 
commitments we make and keep that positively affect relationships.



KEY POINT: There are TEN core relational commitments that transcend the to-do list 
and, when honored consistently, create a powerful emotional bond between you 
and the person you make the commitment to. That emotional bond inspires 
accountability. 

SAY: When we check the mirror, this is what we are checking for.

FACILITATOR’S NOTE: Ask a participant to read all ten commitments out loud.

DISCUSS the ten commitments as a group. Help participants see that any relational 
commitment they can make ties into one or more of these commitments.

KEY POINT: The beauty of this list is that it is concise and covers everything. It is 
worth taking some time with.

SAY: Let’s look at each of them in a little more depth now.



KEY POINT: The commitments are not numbered. That is for a reason. They are all 
equally important and equally non-negotiable. They all connect. 

SAY: When I say I am are committed to help individuals to reach their potential and 
be their best, I accept that only when my people know I care about their growth 
and development do they care about the ORGANIZATION’S growth and 
development. Not before.

FACILITATOR’S NOTE: Share an example of someone from your own life who made 
this relational commitment to you, such as a parent or family member. Then ask 
participants to share someone from their life who made this commitment to them. 

SAY: Like all the Relational Commitments, this one is a gut-check moment for 
leaders. Do we want our team and our organization to achieve at the highest level 
of which it is capable? Then we as leaders must make a commitment to helping 
individuals to achieve their potential and be their best.

DISCUSS the implications of this commitment. 



SAY: When I say I am committed to truth, I accept that LYING AND ACCOUNTABILITY 
CANNOT COEXIST.

FACILITATOR’S NOTE: Share an example of someone from your own life who made 
this relational commitment to you, such as a teacher, coach, or counselor who always 
told you the truth. Then ask participants to share someone from their life who made 
this commitment to them. 

SAY: This is another huge gut-check moment for us as leaders. Do we want our 
people to tell us the truth? Then we as leaders must first make a commitment to 
tell them the truth. And if we are not doing that, we cannot expect it in return.

DISCUSS the implications of this.

FACILITATOR’S NOTE: Expect some pushback along the lines of “Some information is 
confidential and can’t be shared with everyone in the organization.” That is true, and 
we can find a way to say that to people that is not dishonest. Every relationship has 
boundaries. If you are committed to truth, you find a way to acknowledge the truth. 



DISCUSS the implications of this commitment. 



SAY: When I say I am committed to live the values, I accept our organization’s non-
negotiable core values. I live by those values because they align with my own. I 
state our shared principles and our standards of behavior often, both for my own 
benefit and the benefit of the team.

FACILITATOR’S NOTE: Share an example of someone from your own life who made 
and kept this relational commitment, such as a company or team leader. 

KEY POINT: This commitment is a very, VERY high bar to clear! ASK: WHY is that 
such a high bar? 

Prompt: a) I may not even know what my own values are, and if that is the case, I will 
not be telling the truth if I say that my values align with the organization’s.
b) The organization’s values may not have been defined in a compelling way that 
everyone in the organization can grasp and buy into.
c) Even if the organization’s non-negotiable core values HAVE been defined in a 
compelling and accessible way, I may not know or remember what those values are. 
d) People around me may not be living the values, which can be a major challenge.



SAY: This commitment is yet another huge gut-check moment for us as leaders. Do 
we want our people to act with integrity? Then we as leaders must first make a 
commitment to identify what we value as an organization, tell the story of those 
values, and then live what we value.

DISCUSS the massive implications of all this. PREVIEW the later work you will be 
doing together on identifying and aligning values. 



SAY: When I say I am committed to “IT’S ALL OF US,” I accept that if the other 
person fails, I fail, and I do not succeed unless the other person succeeds.

KEY POINT: Accountability is not about me standing out. Not about me getting 
credit. Not about me getting noticed. Not about me getting a promotion or a raise 
or a bonus. It is about ALL OF US moving forward.

FACILITATOR’S NOTE: Share an example of someone from your own life who made 
and kept this relational commitment, such as a parent or guardian. 

SAY: This commitment, like all the relational commitments, is a “check the mirror” 
moment. Do we want our people to think and act like a team? Then we as leaders 
must first make a commitment to “It’s all of us.”

DISCUSS the implications of this commitment. 



SAY: When I say I am committed to embrace faults and failures as well as 
opportunities and successes, I acknowledge that I am not perfect, and I do not 
expect you to be perfect.

KEY POINT: Accountability is not playing the blame game.

FACILITATOR’S NOTE: Share an example of someone from your own life who made 
and kept this relational commitment, such as a colleague or spouse. 

SAY: This commitment is a major paradigm shift for a lot of leaders. It is another 
“gut check moment.” Basically it means no more drama, and it means 
understanding that failure is how people and organizations learn. Do we want our 
low-level and mid-level performers to become top performers, and do we want our 
top performers to stick around? Then we as leaders must first make a commitment 
to the faults and failures, as well as the opportunities and successes.

DISCUSS the implications of this commitment. 



SAY: When I say I am committed to sound financial principles, I accept that 
leadership is all about stewardship and making wise decisions with our financial 
resources. 

KEY POINT: Accountability is not ignoring the bottom line. It is also not about self-
dealing. The concept of STEWARDSHIP captures the balance of this commitment 
perfectly. STEWARDSHIP is an ethic that embodies the responsible planning and 
management of resources. The concept of stewardship can be applied to virtually 
any discipline, but it is particularly important when making decisions that impact 
the organization’s finances.

FACILITATOR’S NOTE: Share an example of someone from your own life who made 
and kept this relational commitment, such as a parent or family member. 

SAY: This commitment represents another important opportunity to “check the 
mirror.” Do we want our people to use company resources responsibly? Then we as 
leaders must first make a commitment to sound financial principles – and to being 
a good steward of all the organization’s resources.



DISCUSS the implications of this commitment. 



SAY: When I say I am committed to a safe space, I accept that it is my job to create, 
support, and sustain an environment of physical, emotional, and psychological 
safety. 

KEY POINT: Safety does not stop with making sure people are not sick or injured. 
Safety means people feel free to express their views in an appropriate way and feel 
free to be themselves. Leaders make sure all three kinds of safety are the 
predictable, daily experience – standard operating procedure.

FACILITATOR’S NOTE: Share an example of someone from your own life who made 
and kept this relational commitment, such as a teacher who knew how to make 
certain all the students in class felt safe being themselves. 

SAY: This commitment is another big paradigm shift for many leaders. Sometimes 
we forget that this really is part of our job, but it always is. If you ever find yourself 
doubting that, remember:

KEY POINT: THE EXPERIENCE YOUR EMPLOYEES ENCOUNTER INTERNALLY IS THE 



EXPERIENCE THEY DELIVER TO EXTERNAL PEOPLE LIKE CUSTOMERS AND 
SHAREHOLDERS. 

SAY: Do we want our people to treat customers well – so well they want to come 
back for more and tell others to do business with us? Then we as leaders must 
make a commitment to a physically and emotionally safe workplace for our people.

DISCUSS the implications of this commitment. 



SAY: When I say I am committed to “my word is my bond,” I accept that what I say 
must align with what I do. If I say it, people can depend on it.

KEY POINT: If you know you are not going to be able to keep your word… do not 
give your word! Isn’t that the standard you want your people to live up to? 

FACILITATOR’S NOTE: Share an example of someone from your own life who made 
and kept this relational commitment, such as a parent, family member, or boss whose 
word you know you could trust implicitly. 

SAY: This commitment is definitely a gut check moment for leaders who are 
uncomfortable owning up to their choices.

KEY POINT: This commitment does not mean we never have a breakdown that 
keeps us from honoring our word, but it does mean that, once we have given our 
word and we find that we cannot keep it, we OPENLY ACKNOWLEDGE WHAT HAS 
HAPPENED, and make a point of PERSONALLY ENGAGING WITH THOSE WE HAVE 
IMPACTED TO MAKE THE RELATIONSHIP WHOLE AGAIN.



SAY: Do we want our people to move heaven and earth to keep their commitments 
to us and tell us well in advance when they face an unexpected obstacle that keeps 
them from doing what they said they would do? Then we as leaders must make a 
commitment to make our word our bond.

DISCUSS the implications of this commitment. 



SAY: When I say I am committed to standing with you when all hell breaks loose, I 
accept that no matter what happens in your life, or in the lives of any of the people 
I lead, I am there for you when you most need support.

KEY POINT: Employee loyalty is a function of having an accountable workplace 
culture. And if your people do not KNOW you are there for them when the going 
gets tough, your workplace is not accountable.

FACILITATOR’S NOTE: Share an example of someone from your own life who made 
and kept this relational commitment, such as a boss who gave you time and space to 
deal with family issues. 

SAY: This commitment challenges you to “check the mirror” when it comes your 
commitment to people AS PEOPLE. Stuff happens. If you are accountable, you do 
not pretend that anything that happens that affects someone on your team is “just 
a personal problem.” If you do not have their back when they need you, that means 
you see them as MEANS TO AN END. 



KEY POINT: People who report to you are not means to an end!

SAY: Do we want our people to respond loyally, effectively, and resourcefully when 
times are tough? Then we as leaders must first make a commitment to stand with 
our people when all hell breaks loose in their lives.

DISCUSS the implications of this commitment. Try to isolate specific employee 
experiences that constitute “all hell breaking loose” and the appropriate response.



SAY: When I say I am committed to a good reputation, I accept that my actions 
matter—not just in the outcomes my team and I deliver today, but in what people 
say about us, our organization, and our team tomorrow. I always make decisions 
that protect our good name. 

KEY POINT: I told you that the relational commitments all connect to each other. 
That is particularly easy to see with this one. If you keep the other nine 
commitments, then this one pretty much takes care of itself. 

FACILITATOR’S NOTE: Share an example of someone from your own life who made 
and kept this relational commitment, such as a parent or family member who made 
long-term choices that made you proud to be part of the family. 

SAY: This commitment is a “gut check moment” because it rules out short-term 
thinking. When you protect your organization’s reputation, you are always thinking 
in the long term.

KEY POINT: This commitment reminds us that THE WORLD IS WATCHING, whether 



we realize it or not. Our decisions inevitably have an impact, not just on us, not just 
on our team, but on the larger world, and thus on our organization’s reputation.

SAY: Do we want our people to show up inspired and proud to work for our 
organizations? Then we as leaders must make a commitment to create and sustain 
a good reputation.

DISCUSS the implications of this commitment. 



KEY POINT: We have to stop thinking about holding someone else accountable. 
That is the big shift. 

As leaders, we want to move this discussion to the next level, the level of helping 
our people to be accountable. How do we do that? By checking the mirror 
constantly. By LIVING ACCOUNTABILITY FIRST, in our own lives. This is how leaders 
inspire accountability in others. 

KEY POINT: If you are not willing to make these relational commitments to your 
people, and keep those commitments, no matter what, then you cannot expect 
them to be accountable to you, to each other, to your customers, or to the 
organization.

ASK: Which of these commitments would you say is most important?

DISCUSS: The various responses, BUT:

SAY: That was a trick question. Actually they are all EQUALLY IMPORTANT. We have 
to live them all if we are going to live and model accountability.



SAY: I told you at the beginning of this module that there were TWO vitally 
important things to understand about a high-performance culture. We have had a 
pretty good look at the first one: We need to check the mirror first, because it 
always starts with the leader making and keeping those ten relational 
commitments.

SAY: Now it is time to look at the second critical thing we need to know: THIS KIND 
OF CULTURE DOES NOT HAPPEN BY ACCIDENT. You need a process to make sure it 
happens.

SAY: The big point to bear in mind when it comes to building and defending an 
accountable culture is: YOU CANNOT WING IT. To make this work, your culture must 
be an extension of what you really believe. And our experience has shown that 
many leaders need, but do not have, a tested process to make that happen. 

KEY POINT: Sam Silverstein has developed that process and has done all the 
troubleshooting. This process is called THE ACCOUNTABILITY ADVANTAGE™, and it 
has five distinct steps.



SAY: This is The Five-Step Accountability Advantage Process for creating a high-
performance culture. This is the process I will be sharing with you and working with 
you to implement in your own organization, in later modules. 

KEY POINT: We do not want to skip any of these steps. 

SAY: Simply “announcing” the new culture by means of a flashy email, or poster, or 
video, or some combination of the three will not work. No matter how snappy your 
headline, no matter how good your intentions, your announcement will not stick. It 
will not affect people’s perceptions, perspectives, and behaviors, unless you follow 
these five steps with care and with courage.

SAY: Let’s look at each step of the ACCOUNTABILITY ADVANTAGE process briefly 
before we close this module, so you can get a sense of what we will be doing 
together in the coming days. 



SAY: In the first step, DEFINE the culture, we will be looking at these questions:

• What are the values that drive your actions and decisions? 
(Not someone else’s – yours.) 

• How do you know?
• What are the values that drive your working culture? 

(Not another organization’s – yours.)
• Again, how do you know?

KEY POINT: These are big questions, and it is important that we spend some time 
identifying the right answers. Most attempts to build a stronger workplace culture fail 
because leaders skip over this step and avoid these questions, or try to answer them too 
quickly. 

NOTE TO FACILITATOR: This is just a brief overview. There is much material to come on 
identifying the values, so do not attempt to answer these questions right now.



SAY: In the second step, MODEL the culture, we will be looking at these questions:

• Do leaders embody, align with, and live by the stated non-negotiable values?
• How do you know?

KEY POINT: If leadership does not walk its talk, the cultural initiative is doomed. 
That is why we spend a significant amount of time on Step Two, MODEL the 
culture.

NOTE TO FACILITATOR: This is just a brief overview of work you will be doing in future 
modules. Do not try to cover Step Two in detail with the group right now.



SAY: In the third step, TEACH the culture, we will be looking at these questions:

• Do leaders, and others, teach the values on a daily basis?
• How do you know?

KEY POINT: Ultimately, everyone has the job of teaching the culture. But in order 
for the culture to take root and sustain itself, senior leadership has to begin the 
teaching. 

NOTE TO FACILITATOR: This is just a brief overview of work you will be doing in future 
modules. Do not try to cover Step Three in detail with the group right now.



SAY: In the fourth step, PROTECT the culture, we will be looking at these questions:

• What happens when someone in your organization makes a decision or takes a 
course of action that does not support the stated non-negotiable values?

• What happens when someone in your organization PERSISTENTLY makes 
decisions and/or takes courses of actions that do not support the stated non-
negotiable values?

• How do you know that is what happens?

KEY POINT: Some people may initially be unable or unwilling to live the values. 
That does not make them bad people. It just means they need to be coached. 

KEY POINT: If, despite our best efforts, the coaching doesn’t empower them to align 
with the values, that does not make them bad people, either. It just means they 
need to find somewhere else to make a contribution.

NOTE TO FACILITATOR: This is just a brief overview of work you will be doing in future 
modules. Do not try to cover Step Four in detail with the group right now.



SAY: In the fifth step, CELEBRATE the culture, we will be looking at these questions:

• Who is celebrated and why in this organization? 
• Does leadership value people?
• How do you know?

KEY POINT: Leadership must constantly support the culture by celebrating people 
who live the values and by loving and valuing people. Indeed, these are probably 
the most important elements of the leader’s job description.

NOTE TO FACILITATOR: This is just a brief overview of work you will be doing in future 
modules. Do not try to cover Step Five in detail with the group right now.





REVIEW the key points from this module.







REVIEW AND DISCUSS the homework assignment that shows up on page 43 of the 
workbook.

IMPORTANT NOTE TO FACILITATOR: If you will not be seeing this group again for one 
or more days, set the schedule about when the next session will be and set the 
expectation that this assignment will be complete before you meet again.

On the other hand, if you are moving on to Module 4 TODAY, make assigning this 
simple written exercise your final activity before giving the group a break. Set the 
expectation that you will be reviewing the results as a group when you reconvene.



IMPORTANT NOTE TO FACILITATOR: Read this module in its entirety before you 
deliver it. If you are working with a single group, make sure you are familiar with all 
the work that organization has done on values, mission, and culture before you start 
this program.

WELCOME the group.

ASK individuals to share a little bit about what has happened since you saw them last. 

(OPTIONAL: Insert additional icebreaker/warmup of your choice.)

SAY: Today we start looking at values. We are going to be spending a lot of time on 
this topic, because values are the bedrock of accountability. Let’s get started!



SHARE the quote above from Sam Silverstein. 

DISCUSS people’s reactions to it.

SAY: In this module, we’re going to be working together so that each of you has a 
clear picture of your own PERSONAL values. 

These are not necessarily identical with the organization’s values, although they 
can be.

KEY POINT: You must know what YOU value before you try to establish what your 
organization values.

KEY POINT: Your personal values must ALIGN with the organization’s values.



ASK: When you think about what we talked about last time, what concepts had the 
biggest impact?

DISCUSS the various responses. Reinforce and praise all correct answers. If necessary, 
prompt for:

Accountability always starts with the leader.
There are two types of commitments: tactical and relational.
There are ten relational commitments accountable leaders make and follow 
through on:

I COMMIT TO HELP INDIVIDUALS TO REACH THEIR POTENTIAL AND BE THEIR BEST. 
I COMMIT TO TRUTH. 
I COMMIT TO LIVE THE VALUES. 
I COMMIT TO “IT’S ALL OF US.”
I COMMIT TO EMBRACE FAULTS AND FAILURES AS WELL AS OPPORTUNITIES AND 
SUCCESSES.
I COMMIT TO SOUND FINANCIAL PRINCIPLES. 
I COMMIT TO A SAFE SPACE. 



I COMMIT TO “MY WORD IS MY BOND.” 
I COMMIT TO STAND WITH YOU WHEN ALL HELL BREAKS LOOSE. 
I COMMIT TO A GOOD REPUTATION. 

The five-step process for building and sustaining an accountable culture looks like 
this: DEFINE, MODEL, TEACH, PROTECT, CELEBRATE

ASK: Now let’s look at the assignment you got at the end of Module 3.



REVIEW AND DISCUSS the completed homework assignment that participants 
received at the end of module 3. You will find this on page 43.

IMPORTANT NOTE TO FACILITATOR: If for some reason a participant has not 
completed the homework, DO NOT CRITICIZE THE PERSON ABOUT THIS IN FRONT OF 
THE GROUP. Be supportive. Help the person to develop verbal answers to each of 
these questions before you continue with Module 4. Bear in mind that not everyone 
learns in the same way. If necessary, discuss the importance of completing homework 
assignments one on one with this person. Make accommodations as necessary.



KEY POINT: A non-negotiable core value is a standard of behavior that respects the 
rights of others and is absolute. 

SAY: It is something that is so important to you that if you lost it, you would move 
heaven and earth looking for it. 

DISCUSS this definition and address any questions from the group. It is important that 
they internalize and remember this definition.

KEY POINTS: “Absolute” means you do not deviate from this value when upholding 
it is inconvenient. “Respecting the rights of others” means that, in defining this 
value, you do not pretend that you are the only player in the game of life.

SAY: Your principles or standards of behavior—what is truly important in life—are 
encapsulated in your values. ORGANIZATIONAL values are the answer to the 
question, “How do we do things and make decisions around here?” PERSONAL 
values are the answer to the question, “How do I do things and how do I make 
decisions in my life?”



FACILITATOR’S NOTE: Break participants up into groups of two or three.

SAY: Working together, please complete the exercise on page 47 of your workbook. 
For each item, answer the question, “Is this a non-negotiable core value?”

DISCUSS the group’s responses to the written exercise. Ask them to explain why they 
gave the answers they did.

FACILITATOR’S NOTE: The first entry, “Live a commitment to quality in everything we 
do,” meets the criteria for a non-negotiable core value.

The second entry, “Grow the company at a rapid rate, no matter what,” does not 
meet the criteria for a non-negotiable core value because “no matter what” can give 
people license to disrespect the rights of others.

The third entry, “Make safety a priority when time allows,” does not meet the criteria 
for a non-negotiable core value because it is not absolute.

FACILITATOR’S NOTE: You do not need to explain this to participants unless you feel 



like it, BUT note that the examples in the workbook are not complete. They do not 
incorporate a narrative explaining what each value means. You may or may not want 
to take this opportunity to preview the concept of the value narrative, which will be 
covered later in this module.



SAY: We each need to know our non-negotiable core values. Even if you are not the 
senior leader, what you value still matters deeply to your organization and to 
everyone your organization touches. 

But even if you ARE the senior leader, what you value as an individual is the 
primary influence on the organization’s working culture. That means you want to 
spend some time on this. 

KEY POINT: You must DEFINE your personal value set, not repeat someone else’s 
personal values!

KEY POINT: If you do not know what YOU stand for as an individual, you cannot 
possibly know what your ORGANIZATION stands for.



ASK: How do you feel when you read a news story about a public figure who says 
they stand for something, then it turns out they did something that proved by their 
actions that they DID NOT stand for that at all?

DISCUSS the responses. Avoid politics.

POSSIBLE EXAMPLE: I hire you and tell you that I will evaluate your performance and 
give you a salary review after 90 days. 90 days come and go. No evaluation. I finally 
get around to evaluating you on day 117. What does that say about my commitment 
to you? Nothing good. What does that say to you about whether my word is my 
bond? Nothing good.

KEY POINT: Your actions and choices, not your words, determine whether you have 
a given value. This means you must live your values. It is critical to talk about your 
values, but it is even more important to live them. 

If you say that one of your values is Honesty, for instance, but you then knowingly 
lie to someone, you have lost that value.



You can work to regain it, but if you choose to ignore it, you do not have that value.

KEY POINT: If we say we have a value that is not reflected in our decisions and 
actions, we cannot be an accountable leader.



.KEY POINT: For your values to be complete, they need to connect to your actions in 
four specific areas.

NOTE TO FACILITATOR: This material also shows up on participant workbook page 49.

Foundational values are the basis or groundwork on which everything else stands. 
(For instance, Integrity.) Foundational values speak to your character.

Relational values define the way in which two or more people behave toward and 
deal with each other. (Notice that Integrity can be expressed as both a foundational 
value and a relational value.)

Professional values define the level of quality and excellence with which you 
approach any undertaking. Your professional values state the level of quality and 
excellence you deliver, regardless of what you happen to be doing or whether you 
are being paid to do that. (Integrity, Self-Improvement, and Significance can all be 
expressed as professional values.) 

Community values affect how you feel about, participate in, and support your 



community. (Contribution can be expressed as a community value.)

DISCUSS all four categories and address any questions that come up.

KEY POINT: A great list of values ticks all four of these boxes!











.SAY: The values we identify, live, and protect matter deeply to the organization. 

A culture by default emerges whenever we FAIL to identify, live, and protect the 
values that support the working culture we are aiming to create. 

A culture by design emerges when we DO define, model, teach, protect, and 
celebrate our values.

The process of identifying our values is not automatic. 

It requires both careful self-assessment and careful organizational assessment. If 
we simply “adopt” someone else’s values, or some other organization’s values, they 
will not stick (for us or anyone else). They will not have any impact on decisions, 
behaviors, or outcomes. 

This is because our actions will always follow OUR beliefs, not someone else’s 
beliefs.

KEY POINT: Action follows belief!



KEY POINT: To define your personal value set, you want to work a process that is 
designed to do that.

SAY: If you are the senior leader, it is particularly important that you execute this 
part of the Accountability Advantage process properly, because if you do not, 
nothing you do later on in steps Two through Five will have much impact on your 
organization.

The culture by default will continue to prevail, and the behaviors and outcomes will 
not change in any meaningful, sustainable way. 

Working the process that I will be sharing with you next, even when it takes you 
beyond what is comfortable or familiar, is absolutely essential.

ASK: Are we all ready for that?

PROMPT: (Yes)



SAY: On page 50 of the workbook, write down the names of five of your Heroes. 

These should be people who have inspired you and made you think, "Hey, I really 
want to be like that person." 

You may have known them personally, or you may not have. The people on your list 
could be living or dead. They could be fictional or real. All that matters is that the 
person is someone you admire deeply, someone whose example has made a 
difference for you and who has emerged as a role model.

So for example, you might list the following people on your list:

Abraham Lincoln
My grandfather
Spider-Man’s Uncle Ben
Marie Curie
Martin Luther King

FACILITATE this exercise. Ask each participant to share their responses with the 



group.



SAY: Let’s go to pages 51-51 of the workbook.

Write down those names you just listed in the spaces provided.

Beneath each name, I want you to write at least five words or brief phrases that 
describe specific PERSONAL QUALITIES or TRAITS that made you choose that person 
for your list. Leave the small spaces to the right of each large space blank for the 
moment.

So for instance, if Lincoln was one of your Heroes, and you were personally inspired 
by his quote “I am not bound to win, but I am bound to be true; I am not bound to 
succeed, but I am bound to live up to what light I have,” then you might start with 
the word Integrity. Your full list for Lincoln might look like this: 

Abraham Lincoln: Integrity // Committed to His Cause // Eloquent // Kept Things 
Together No Matter What // Strong in Adversity

Do this for all five names on your list. Again, notice that even though you never 
knew Lincoln personally, or never could know Spider-Man’s Uncle Ben in real life, 



you can identify the ways of acting, thinking, communicating, and making decisions 
they displayed that have had a positive impact on you—the traits of theirs that 
have made you think, “I want to be like that.” The words you list for each figure 
should answer the question: Why them? When you get done with question two, 
you should have at least twenty-five qualities listed—at least five for each person 
you have chosen. 

FACILITATE this exercise and ask each participant to share their responses with the 
group.



SAY: Stay on pages 51-52 of the workbook. For each of the qualities you have listed, 
I want you to use the little blank spot to the right of it to identify that quality as 
lining up with one OR MORE of the following value types:

FOUNDATIONAL
RELATIONAL
PROFESSIONAL
COMMUNITY

NOTE TO TRAINER; Emphasize that a value can tic more than one box. Emphasize 
that a great set of values tics all four boxes.

FACILITATE this exercise by helping each participant use his or her Heroes list to 
develop a “long list” of values that doesn’t leave any of these four boxes unchecked. 
It is likely you will want to work one on one with each of the participants as you do 
this. When you are done, ask each participant to share what they have come up with 
by reading their work out loud to the group.



SAY: Turn to pages 53-54 of the workbook. We are going to move from a “long list” 
to a “short list” of five values. Based on what you’ve done so far, identify five values 
and write about them here. This is NOT NECESSARILY YOUR FINAL LIST OF VALUES. 
Yours may end up being longer or shorter. But creating a “short list” of five values 
will give you a clearer picture of what your value set looks like. THERE IS NO RIGHT 
NUMBER OF VALUES, only what is right for you.

SAY: Just writing down a list of words is not enough to establish your core values, 
not by a long shot. For one thing, each word you have chosen needs to be clearly 
defined, so that it is obvious what unique meaning it carries for you. What you 
mean by Integrity may be very different from what someone else means. A 
NARRATIVE is a written statement of what you DO to make sure the value in 
question shows up in your world. The Narrative helps you to make the value 
crystal-clear to you, and to anyone who comes in contact with your list.

In writing the Narrative, you will also gain deeper insights on which Values fall into 
which of the four categories: FOUNDATIONAL,RELATIONAL, PROFESSIONAL, 
COMMUNITY.
Remember, one value can attach to one, several, or all four of the categories.



SHARE AND DISCUSS this sample Narrative from Sam Silverstein: Integrity: I make 
decisions based on the belief that my word is my bond and doing what is right is 
always the right thing to do. I commit to this no matter what.

FACILITATE this exercise. When the group is ready, ask each participant to share their 
completed Personal Value Set with the group. DISCUSS the resulting value sets. 

Emphasize that these value sets can be revised over time – but that what each 
participant did today is an important starting point.



SAY: You now know what your non-negotiable core values are.

Not only that. You can explain what each one means to you, using your Values 
Narrative.

KEY POINT: There is no way to design an organization’s culture without the senior 
leader and his or her direct reports knowing what they themselves value.

SAY: Put a copy of your values on your bathroom mirror – so you can see them 
every day and think about them. A great morning practice is to ask yourself, Where 
did these values show up in my life yesterday? Which value do I want to focus on 
and make sure shows up in my life today?



REVIEW the key points from this module.



REVIEW the key points from this module.



REVIEW the key points from this module.



REVIEW AND DISCUSS the homework assignment that shows up on page 56 of the 
workbook.

IMPORTANT NOTE TO FACILITATOR: If you will not be seeing this group again for one 
or more days, set the schedule about when the next session will be, and set the 
expectation that this assignment will be complete before you meet again.

On the other hand, if you are moving on to Module 5 TODAY, make assigning this 
simple written exercise your final activity before giving the group a break. Set the 
expectation that you will be reviewing the results as a group when you reconvene.



IMPORTANT NOTE TO FACILITATOR: Read this module in its entirety before you 
deliver it. If you are working with a single group, make sure you are familiar with all 
the work that organization has done on values, mission, and culture before you start 
this program.

WELCOME the group.

ASK individuals to share a little bit about what has happened since you saw them last. 

(OPTIONAL: Insert additional icebreaker/warmup of your choice.)

SAY: Today we examine how and why values serve as the foundation of a high-
performance working culture. VALUES DRIVE EVERYTHING! Let’s get started.



SHARE the quote above from Sam Silverstein. 

DISCUSS people’s reactions to it.

SAY: In the previous module we saw how your personal principles or standards of 
behavior, what is truly important in life, are encapsulated in your PERSONAL 
VALUES. 

SAY: In this module, we are going to connect the dots and ensure we are WALKING 
THE WALK when it comes to living those values.

KEY POINT: Remember: Personal values are the answer to the question, “How do I 
do things and how do I make decisions in my life?” Our personal values must align 
with the organizational values.



ASK: When you think about what we talked about last time, what concepts had the 
biggest impact?

DISCUSS the various responses. Reinforce and praise all correct answers. If necessary, 
prompt for:

A non-negotiable core value is a standard of behavior that respects the rights of 
others and is absolute. It is something that is so important to you that if you lost it, 
you would move heaven and earth looking for it. 

You must DEFINE your personal value set, not repeat someone else’s personal 
values.
A great value set ticks all four of these boxes:

• Foundational Values
• Professional Values
• Relational Values
• Community Values



Action follows belief.

There is no way to design an organization’s culture without the senior leader and 
his or her direct reports knowing what they themselves value.

People do not connect through products, services, or things. People connect 
through values. Just having a conversation about values will naturally bring people 
closer together.

ASK: Now let’s look at the assignment you got at the end of Module 4.



SAY: REVIEW AND DISCUSS the completed homework assignment that participants 
entered at the end of module 4. This assignment is on page 56 of the workbook.

IMPORTANT NOTE TO FACILITATOR: If for some reason a participant has not 
completed the homework, DO NOT CRITICIZE THE PERSON ABOUT THIS IN FRONT OF 
THE GROUP. Be supportive. Help the person to develop verbal answers to each of 
these questions before you continue with Module 5. Bear in mind that not everyone 
learns in the same way. If necessary, discuss the importance of completing homework 
assignments one on one with this person. Make accommodations as necessary.



SHARE an example from your own life of a time you lost a value (like Honesty) that 
was important to you, and share what you did to get it back.

KEY POINT: Once you know your personal values, your job is to LIVE them to the 
level of non-negotiable, GET THEM BACK if you ever lose them, and ENSURE that 
your values and the organizational values align. 

KEY POINT: If there is a disconnect between your personal values and the 
organizational values, there is going to be stress, conflict, and a lack of optimal 
performance. On the other hand, if you can align the personal values with the 
organizational values, amazing things will start to happen.

SAY: It is possible that the work we have done on your PERSONAL values has given 
you some insights on what the ORGANIZATIONAL values should look like. ASK: 
What are organizational values? (Prompt: Organizational values answer the 
question, “How do we do things and make decisions around here?” The 
organizational values are the GROUND RULES.)

NOTE TO FACILITATOR: If you have participants from multiple organizations in the 



room, SAY: If your organizational values already exist in some written form, please 
raise your hand. (Count the hands.) Great. (OPTIONAL: Discuss those value lists 
briefly. Note that if there are multiple sets of written values in play at any 
organization, because of acquisitions or for some other reason, there is the possibility 
of mixed messages about what the values are.)

SAY: A lot of what we are doing today will probably be helpful in assessing and 
maybe even fine-tuning all the good work you have already done up to this point 
on your organizational values. So stay tuned. Right now, let’s define some 
important terms. 



KEY POINT: These are four DIFFERENT things, but sometimes people talk about 
them as though they were identical.

DISCUSS this phenomenon with the group. For instance, people talk about the 
mission and the purpose as though they were the same thing.

SAY: The values state the HOW, the purpose states the WHY, and the mission states 
the WHAT of the organization.

SAY: So we have already got a head start on the first two terms. We know what 
those mean, right?

ASK the group to explain the two items you have already discussed for PERSONAL 
VALUES and ORGANIZATIONAL VALUES. 

FACILITATOR’S NOTE: This may feel repetitive, but you are setting up something 
important, so go ahead and let them repeat the content.

PROMPT: (Personal values answer the question, “HOW do I do things and HOW do I 



make decisions in my life?” Organizational values answer the question, “HOW do we 
do things and make decisions around here?”)

SAY: Your values are your beliefs in action!

DISCUSS the personal values the participants have developed.



REVIEW the meaning of the first two items on the list. 

SAY: Please fill in the blanks for PERSONAL VALUES and ORGANIZATIONAL VALUES 
on page 59 of the workbook, using these descriptions VERBATIM. We will cover the 
other items, ORGANIZATIONAL PURPOSE and ORGANIZATIONAL MISSION, a little 
later in this module.

SAY: By now I think you have a pretty good idea of what your own Personal Values 
are. Let’s take a look at a famous list of Organizational Values.



ASSIGN a participant to read the Apple values out loud.

SAY: These are the organizational principles and standards of behavior that Steve 
Jobs and others built into Apple, way back in 1981.

ASK: What impact do you think these values had on people who worked at Apple?

On Apple customers?

On the world at large?

DISCUSS: The long-term impact of the Apple values formulated in 1981. 

KEY POINT: These values are the foundation of EVERYTHING that company has 
accomplished!

ASK: Is there anything missing here? (Prompt: Actually, Apple comes up short in 
terms of foundational values. This is a value that speaks to the CHARACTER of the 
individual and the organization. That piece of the puzzle is arguably missing from this 



list. ASK: What would be a foundational value we could add to this list to make it a 
great SET of values? Prompt: Integrity, Honesty, Transparency, etc.)



SAY: So we know what Personal Values look like. You defined yours in the last 
module. And we know what Organizational Values look like. We just saw Apple’s.

ASK: What about Organizational Purpose? What does that mean?

PROMPT: “This is why we exist as an organization.” 



SAY: Please go to page 59 in your workbook again and fill in the third blank with 
this sentence.

FACILITATE the exercise. Encourage participants to copy all the words of this 
definition VERBATIM into the appropriate spot.

SAY: Ideally, the Organizational Purpose does not change!



SAY: This is Apple’s Organizational Purpose: “To make the best products on earth 
and to leave the world better than we found it.”

ASK: Is that WHY Apple exists as an organization?

PROMPT: YES!

ASK: Would you say that Organizational Purpose align with the values we read 
earlier? Why or why not?

DISCUSS the various responses. NOTE TO FACILITATOR: They do.

ASK: Is this purpose likely to change over the next six months, year, decade?

PROMPT: No!

ASK: Why do you think this sentence doesn’t mention particular offerings like 
iPads, iPhones, or other specific products? 



DISCUSS the various responses. The answer you are looking for is: specific products 
change over time, but the purpose does not.

KEY POINT: The values always come first. Once you know what your Personal and 
Organizational Values are, you can get a clearer picture of your Organizational 
Purpose.



SAY: So now we know what the terms Personal Values, Organizational Values, and 
Organizational Purpose mean.

ASK: What about Organizational Mission? What does that mean?

PROMPT: “The Organizational Purpose… in action.” This is WHAT the organization 
does to fulfill its purpose.



SAY: Please go to page 59 in your workbook again and fill in the fourth blank with 
this definition.

FACILITATE the exercise. Encourage participants to copy all the words of this 
definition VERBATIM into the appropriate spot.

REVIEW AND DISCUSS: All four of the items.

KEY POINT: The Organizational Mission MAY change over time. Apple’s mission in 
2051 may not be the same as its mission in 1981.



ORGANIZATIONAL MISSION EXAMPLE: Apple: “To bring the best personal 
computing products and support to students, educators, designers, scientists, 
engineers, businesspersons and consumers in over 140 countries around the 
world.” 

KEY POINT: Notice that, in the mission statement, Apple DOES reference computing 
products. It is appropriate there. This is WHAT they do to leave the world better 
than they found it. 

ASK: Could they update this mission if they needed to? 

PROMPT: Yes!

DISCUSS the Apple values, the Apple Vision, and the Apple Mission. Point out that 
these are not documents we want to copy verbatim, but examples of cultural norms 
that the senior leader was willing to define clearly and live on a daily basis. 



.FACILITATOR’S NOTE: Break participants up into groups of two or three.

SAY: Working in your groups, please complete the exercise on page 61 of your 
workbook. 

FACILITATE the written exercise, encouraging the members of the group to share their 
answers and the reasoning behind them.

FACILITATOR’S NOTE: The first item is an Organizational Purpose. The second is an 
Organizational Mission. The third and fourth are Organizational Values.



.SAY: It is possible you may have already developed a list of Organizational Values, 
before you even started this program. 

ASK: Does what we have covered in this module give you any ideas about how you 
could revise or improve that list of values?

DISCUSS the various responses.

SAY: In just a moment, we will talk about how to make a good list of values into a 
GREAT SET of values. But first, let me emphasize:

KEY POINT: You must always START with the values. If you have not identified a 
great set of Organizational Values, you are not ready to finalize your organization’s 
Purpose or Mission!



.SAY: You probably remember these four types of values from Module 4.

KEY POINT: The four types of values are just as important to an assessment of the 
Organizational Values as they are to an assessment of your Personal Values. You 
want to be sure you tick all of these boxes! That is what makes a great SET of 
values.

DISCUSS: The four types of values. 

FACILITATOR’S NOTE: You will want to make a point of emphasizing that the most 
common type of value that organizations SKIP or IGNORE is COMMUNITY. Be 
prepared to discuss the point that organizations that do not make contributing to the 
community in which they operate a values priority have major problems. These 
include, but are not limited to, sustainability problems, marketing problems, and 
retention problems. The Organizational Purpose must SERVE someone and give 
something back to the larger community. The values must support that goal, too. 
Point out that Apple’s do.

We are here to make a positive difference in society, as well as make a profit.



FACILITATOR’S NOTE: The next slide is for people and teams who have ALREADY 
developed a list of Organizational Values. If your group has not, you may want to 
propose that the group invest some time with you on the ORGANIZATIONAL VALUES 
DISCOVERY exercise, which is a separate module. 









SAY: Please complete the exercise on page 62 of your workbook IF you already have 
a written list of Organizational Values. This exercise will help you to refine your list. 
It will help you confirm that you have something in each of the four categories. It 
will also help you identify whether you have a Values Narrative for each 
organizational value. If you have NOT already developed such a list, please skip this 
exercise.

KEY POINT: Your Organizational Values should incorporate a Narrative that makes it 
crystal clear to everyone in the organization what the value means to your 
organization. ONE WORD IS NOT ENOUGH.

KEY POINT: Values drive everything, but only if everyone agrees on what they 
mean! ASK: Were any of Apple’s values just one or two words long? (PROMPT: No. 
The value is not SOCIAL RESPONSIBILITY. It is We are here to make a positive 
difference in society, as well as make a profit.)

FACILITATE/DEBRIEF the written exercise, encouraging the members of the group to 
share and critique the responses once they have finished. Lead the discussion. ASK: 
Which kinds of values are missing? Foundational? Professional? Relational? 



Community? Are there narratives for each value that enable each member of the 
organization to understand and implement each one? What does this value mean 
to you? Where and how is this value showing up?

FACILITATOR’S NOTE: Based on this exercise, participants may want you to schedule 
time to facilitate the ORGANIZATIONAL VALUES DISCOVERY EXERCISE. This is a stand-
alone module designed for a single organization, involving people from multiple 
teams, that will help them to create and/or strengthen a powerful set of 
organizational values. Alternatively, you may want to set aside time now to help 
people improve their narratives.



.SAY: Never forget: The values we identify, live, and protect MATTER! 

A culture by default emerges when we fail to identify, live, and protect the values 
that support the specific working culture we are aiming to create. 

A culture by design ONLY emerges when we define, model, and protect our values.



REVIEW the key points from this module.



REVIEW the key points from this module.



REVIEW AND DISCUSS the homework assignment that shows up on page 64 of the 
workbook.

IMPORTANT NOTE TO FACILITATOR: If you will not be seeing this group again for one 
or more days, set the schedule about when the next session will be, and set the 
expectation that this assignment will be complete before you meet again.

On the other hand, if you are moving on to Module 6 TODAY, make assigning this 
simple written exercise your final activity before giving the group a break. Set the 
expectation that you will be reviewing the results as a group when you reconvene.



IMPORTANT NOTE TO FACILITATOR: Read this module in its entirety before 
you deliver it. If you are working with a single group, make sure you are 
familiar with all the work that organization has done on values, mission, and 
culture before you start this program.

WELCOME the group.

ASK individuals to share a little bit about what has happened since you saw 
them last. 

(OPTIONAL: Insert additional icebreaker/warmup of your choice.)

SAY: You may have noticed that we have been spending a lot of time on the 
DEFINE step. That is because the other steps do not work unless we get this 
one right. 
Today we troubleshoot the first step of the Accountability Advantage process, 



DEFINE. Let’s get started.



SHARE the quote above from Sam Silverstein. 

DISCUSS people’s reactions to it.

SAY: In the last few modules, we have looked at tools and resources that 
are designed to help you DISCOVER the values that are most likely to make 
a difference in your world.

In this module, we are going to look at the reasons a list of organizational 
values might FAIL to take hold. We will also look at what you can do about 
that if you see that failure happening in your world.



ASK: When you think about what we talked about last time, what concepts 
had the biggest impact?

DISCUSS the various responses. Reinforce and praise all correct answers. If 
necessary, prompt for:

The leader and the entire executive team must ‘walk the walk’ in terms of 
living their own personal values.

PERSONAL VALUES: “How do I do things and how do I make decisions in my 
life?”

ORGANIZATIONAL VALUES: “How do we do things and make decisions 
around here?”

ORGANIZATIONAL PURPOSE: “This is why we exist as an organization.” 



(Ideally, this does not change.)

ORGANIZATIONAL MISSION: “The Organizational Purpose… in action” (May 
change.)

Your Organizational Values must tick all four of these boxes: Foundational Values, 
Relational Values, Professional Values, Community Values.

Values drive everything!

ASK: Now let’s look at the assignment you got at the end of Module 5.



SAY: REVIEW AND DISCUSS the completed homework assignment that 
participants entered at the end of module 5. This shows up on page 64 of the 
workbook.

IMPORTANT NOTE TO FACILITATOR: If for some reason a participant has not 
completed the homework, DO NOT CRITICIZE THE PERSON ABOUT THIS IN 
FRONT OF THE GROUP. Be supportive. Help the person to develop verbal 
answers to each of these questions before you continue with Module 6. Bear 
in mind that not everyone learns in the same way. If necessary, discuss the 
importance of completing homework assignments one on one with this 
person. Make accommodations as necessary.



SAY: There are a couple of big reasons your list of values might fail to secure 
buy-in from employees… why they might alienate rather than engage 
people. We want to know what those reasons are and avoid them, because 
a failed list of values usually ends up doing more harm than good. 

ASK: How many people here have seen the show THE OFFICE?

FACILITATOR’S NOTE: Most hands should go up, but even if they do not, you 
can have fun with the following. If you happen to be with a group that has 
never heard of the show, explain briefly that it is a comedy about a fictional 
paper company in Scranton, Pennsylvania, led by an incompetent, 
interpersonally clueless manager named Michael Scott.

SAY: THE OFFICE is really about CULTURE BY DEFAULT!

SAY: Culture by default is cultural failure. It often happens when you try to 



implement a list of values that no one believes or buys into. That is Michael Scott’s 
approach to leadership, but it should not be ours!



FACILITATOR’S NOTE: Assign someone from the group to read the (pathetic) 
Dunder Mifflin mission statement out loud. This document is a MISHMASH 
that tries to incorporate values that “sound good” into a one-size-fits-all 
mission statement. The text has had every ounce of authenticity or purpose 
edited out of it. It connects to no one and nothing. The (supposed) values are 
highlighted in yellow on this slide.

DISCUSS the mission statement.

SAY: No one at Dunder Mifflin actually buys into the mission.

That is because no one at that company imagines that INTEGRITY, QUALITY, 
PROFESSIONALISM, or COMPANY SPIRIT actually drive the decisions or 
actions at that organization. 

The total mismatch of what happens in the office with these (supposed) 



values is a perpetual source of humor on the show. But it is not funny if it happens 
in our organization.

KEY POINT: Posting something like this and expecting it to do the job of changing 
the culture is a case of the cure being worse than the disease!

This is an example of the outcome we DO NOT want. 

How do we avoid it? By understanding WHY values failure happens. We have to do 
that, because we are not talking about why failure happens on a TV show, but why 
it happens in the real world.



SAY: These are the two big reasons culture by default happens.

REASON ONE: There is a weak set of values. Two common issues behind 
this are that we have a) tried to copy someone else’s list of values, or b) 
created the values all by ourselves without getting feedback from anyone 
else in the organization.

KEY POINT: Apple’s values are great… for Apple. Our job is to make sure we 
DISCOVER the values that are great for our unique organization.

ASK: When we were reading Dunder Mifflin’s mission statement, didn’t it 
sound like we were reading something that had been already been used 
dozens of times – tweaked just slightly by dozens of companies?

PROMPT: (Yes.)



SAY: That is the cut-and paste syndrome in action. And it is not what we want for 
our people or our organization. SOLUTION: Discover YOUR values and work from 
there!

SAY: Nor do we want to lock ourselves in a room, scribble away for a day or two, 
and then announce the values as a done deal. We need to get feedback. 
Remember, this is about discovery. SOLUTION: Start a conversation.

REASON TWO: There is a great set of values, but we are NOT LIVING THEM. The 
problems here are obvious, and we have addressed them elsewhere in this 
program. SOLUTION: live the values.



SAY: When you know your values, everyone’s job gets easier. All the 
decisions get easier. All the priorities become clearer. And personnel 
decisions start making themselves.

KEY POINT: Trying to lead an organization without defining your personal 
and organizational values is a lot like trying to steer a huge ship without a 
navigational system, or even a basic compass. You probably could do it, but 
why would you even want to try?

I have already shared the Apple values with you. Before we leave the 
DEFINE step, let me share one more powerful set of values with you.



SAY: Wireless World is an authorized Verizon retailer headquartered in Sioux 
Falls, South Dakota. Years ago, Vince Lubben, the president, heard Sam 
speak on accountability and asked Sam to come in and work with him and 
his employees on refining the company values. Although Wireless World 
had already done quite a bit of work on its organizational values and had 
circulated them widely, Vince set all that work aside while Sam led him and 
his team through the Define process. This was the result.

ASSIGN someone to read the Wireless World values out loud for the group. 
They also appear on page 70 of the workbook.

DISCUSS the Wireless World values.

SAY: Note that a brief, compelling NARRATIVE supports each of the Wireless 
World values. Note that its list of values ticks all four of the boxes necessary 
for a great set of values: Foundational, Professional, Relational, and 



Community. 

KEY POINT: Never forget. If you do not have good narratives, and you have not 
touched all four of those bases, you do not yet have a strong values set!

















SAY: After having defined, modeled, taught, protected, and celebrated these 
values, the president of Wireless World was kind enough to send Sam this 
quote to put on his web site. 

ASK a participant to read the quote out loud.

DISCUSS the quote.

KEY POINT: Defining the values delivers results!

SAY: Later, Sam interviewed Vince about what made these extraordinary 
results possible. I would like to share part of that interview with you, 
because it is pretty powerful.



ASSIGN a participant to read the interview excerpt on this slide out loud.

DISCUSS the excerpt with the group. 

FACILITATOR’S NOTE: Emphasize that the values do not just help you say 
goodbye to people who DO NOT belong. They increase engagement and 
productivity among those who DO belong – and help you attract MORE 
people who belong!

KEY POINT: Our values are not an exercise in public relations. They are what 
we believe and how we operate. They are the means by which we create a 
sustainable competitive advantage. They are the key to a high-performance 
culture. So defining them clearly and powerfully is something that is worth 
getting right. 



SAY: Using the worksheet you will find on page 71, complete the brief 
exercise described on this slide. Explain WHY you gave your workplace 
culture the score you did in the space provided.

SAY: A score of one = Dunder Mifflin, also known as culture by default. A 
score of ten = being the premier destination employer in your industry, 
thanks to a lived culture by design. Be sure to explain your answer in the 
space provided.

FACILITATE the exercise.

DISCUSS each participant’s response to this exercise.

ASK: Why did you give your organization this score?

ASK: What would get this score closer to a 10?



ASK: Are you able to do that?

NOTE TO FACILITATOR: Push back gently but firmly against participants who give their 
organization a score of 10. They are overoptimistic. There is room for improvement in 
their organizational culture.



REVIEW the key points from this module.



REVIEW the key points from this module.



REVIEW AND DISCUSS the homework assignment that shows up on page 73
of the workbook.

IMPORTANT NOTE TO FACILITATOR: If you will not be seeing this group again 
for one or more days, set the schedule about when the next session will be, 
and set the expectation that this assignment will be complete before you 
meet again.

On the other hand, if you are moving on to Module 7 TODAY, make assigning 
this simple written exercise your final activity before giving the group a break. 
Set the expectation that you will be reviewing the results as a group when you 
reconvene.



IMPORTANT NOTE TO FACILITATOR: Read this module in its entirety before you 
deliver it. If you are presenting this program to a single organization, you MUST be 
familiar with whatever work that organization has already done on creating a set of 
organizational values, setting the purpose, and setting the mission.

WELCOME the group.

ASK individuals to share a little bit about what has happened since you saw them last.

(OPTIONAL: Insert additional icebreaker/warmup of your choice.)

SAY: Today we take a look at the second step of the ACCOUNTABILITY ADVANTAGE 
process: modeling the culture. Let’s get started!



SHARE the quote above from Sam Silverstein. 

DISCUSS people’s reactions to it.

SAY: In the last few modules, we have looked at how to DEFINE your values, and by 
extension, how you define your culture.

In this module, we are going to look closely at what it means to MODEL the culture 
for others. This is a critical responsibility of senior leadership.



ASK: When you think about what we talked about last time, what concepts had the 
biggest impact?

DISCUSS the various responses. Reinforce and praise all correct answers. If necessary, 
prompt for:

Organizational values are not something we create. They are something we 
discover. 
A failed values initiative does more harm than good.

There are two main reasons values initiatives fail:
• Weak list of values (due to copycat syndrome and/or lack of feedback from 

others in the organization).
• Great list of values, but leadership is not living them. 

Defining the values delivers results.

Once you define the values, everything gets easier!



Our values are not an exercise in public relations. They are what we believe and 
how we operate.

ASK: Now let’s look at the assignment you got at the end of Module 6.



SAY: REVIEW AND DISCUSS the completed homework assignment that participants 
entered at the end of module 6. This shows up on workbook page 73.

IMPORTANT NOTE TO FACILITATOR: If for some reason a participant has not 
completed the homework, DO NOT CRITICIZE THE PERSON ABOUT THIS IN FRONT OF 
THE GROUP. Be supportive. help the person to develop verbal answers to each of 
these questions before you continue with Module 7. Bear in mind that not everyone 
learns in the same way. If necessary, discuss the importance of completing homework 
assignments one on one with this person. Make accommodations as necessary.



SAY: This is the big question: DOES THE SENIOR LEADER LIVE THE VALUES AND KEEP 
THE COMMITMENTS?

SAY: The second step, Modeling, is all about leaders living the values and keeping 
the commitments.

KEY POINT: Living the values and keeping the commitments means DOING WHAT 
YOU KNOW YOU SHOULD DO, even when that means having a difficult 
conversation. It means upholding the values even when that takes you out of your 
comfort zone.

SAY: Living the values is what we want from the team, but it always has to START 
with the leader at the top. 

SAY: It is great when all the leaders in the organization live the values and keep the 
commitments. In fact, that is the best-case scenario. BUT: modeling the values 
means ONE leader, the SENIOR leader, is living the values and keeping the 
commitments on a DAILY basis.



SAY: Let’s say one of your company’s organizational values is this one: BE GOOD 
STEWARDS. (ASSIGN one of the participants to read the BE GOOD STEWARDS value 
narrative out loud for the entire group.) ASK: If a leader truly believes this, and is 
living this value, what would that look like in action? (DISCUSS the various 
responses. Example: Fulfilling all regulatory requirements.)

SAY: Now, if the leader SAYS he lives this value but manipulates people, rolls his 
eyes at the rules and regulations, cuts corners, and plays games with the 
organization’s reputation, then everyone who reports to that leader is going to do 
the same thing… which means their subordinates will do the same thing!

ASK: Is that CEO’s behavior in alignment with the value that says Be a Good 
Steward? (PROMPT: No.) What is that behavior aligning with? (Answers will vary but 
may include Lack of Integrity and Ends Justify the Means.) Is that the value we want 
everyone in the organization to have? (PROMPT: No.)

ASK: Every time we deliver an accountability-related program to mid-level 
leadership, ONE PARTICULAR QUESTION comes up WITHOUT FAIL. Can you guess 
what it is? (PROMPT: “What do I do if my boss does not live the values?”)



ASK: If that question comes up, whose issue is that? (PROMPT: It is senior 
leadership’s responsibility. It means senior leadership is not modeling the values.)

KEY POINT: When the leader fails to live even ONE of the values and then fails to fix 
the problem immediately the moment they see it, people in the organization 
conclude, “This isn’t for real.” People disregard ALL of the values.

KEY POINT: You are not just modeling the value. You are also modeling the 
expectation that those REPORTING to you will model the value!



SAY: Never forget, PEOPLE ARE WATCHING YOU! Once you discover, codify, and 
communicate the values, something fascinating happens within the organization. 
People start to watch the senior leader with much more attention and interest than 
usual. 

ASK: Why? (PROMPT People want to figure out whether the values the leader has 
been talking about lately are for real. Does the leader really believe these values…or 
is this simply an exercise in “motivation” that will be replaced with another such 
exercise next month, next year, or next quarter? Is this the “flavor of the week”?)

KEY POINT: People do not want to be involved in a “flavor of the week” exercise. 
They want to be part of a positive, transformational, and permanent change.

SAY: This is a critical part of cultural growth that leaders often overlook. It is not 
enough to define the values. The team must see tangible evidence from the top
that the values really are driving beliefs, actions, and decisions. If you say your 
value is having an attitude of gratitude, then people need to see that from you, ON 
A PERSONAL LEVEL, prominently, and RIGHT AWAY!



KEY POINT: If you cannot live the value, do not put it on the list.



FACILITATOR’S NOTE: Break the participants up into groups of two or three. SAY: Using the 
worksheet you will find on page 78, and working together as a group, write down your 
next step if you are the senior leader in this situation. 

WORKBOOK SCENARIO for facilitator’s reference: Bill Hotshot is the top-producing 
salesperson in your company, accounting for 40% of quarterly revenue. You are the 
senior leader. One of your non-negotiable core values is Be respectful. Another is Tell the 
truth. Bill Hotshot has nodded his head obediently and even spoken up in support of 
these values during team meetings…but four days after the values list is shared and 
explained, you notice disturbing signs that Bill is not living the values. Indeed, Bill has for 
years had a challenge when it comes to respecting colleagues—and even, on occasion, 
respecting customers. The most recent examples of this are: Bill told Lauren, a fellow 
employee who works in Accounting, to “shut up and get back to counting beans” when 
Lauren asked him when he would be filing his monthly expense report. He laughed after 
this remark, but Lauren did not think it was funny and asked for an apology. She did not 
get one. Bill used the company email system to send a sexist joke and an inappropriate 
picture to his manager, Yolanda. She did not find it amusing. Bill was heard saying to a 
colleague that Brenda, who works in Reception, was “dumb as a post, like most 
receptionists.” The next day, he denied making the remark, although four people heard 
it. You coach him personally for two weeks, twice a week, but this behavior continues 
after your coaching. What do you do?



DEBRIEF, FACILITATE, AND DISCUSS the exercise. FACILITATOR’S NOTE: In the scenario as 
written, Bill Hotshot has demonstrated that he is resistant to coaching and support and is 
unwilling to live the organization’s values. The only path forward is to part company and let 
him make a contribution at some other organization. Some participants may push back on 
this, arguing either that the standards are different for high performers or that Bill deserves 
more time to adjust. BOTH of those arguments send the wrong message to others in the 
organization. The correct response is to let Bill go. ASK: How many of you have fired 
someone? Within 24-48 hours of letting that person go, I am betting that someone else 
came up to you and said “What took you ___ ________” (PROMPT: “so long?”)



SAY: The actions of the leader MUST support the values, even when it is not easy. 
All too often, that does not happen. And the reason is simple. There is a courage 
deficit. 

That sounds harsh, but it is not meant to be. It is just reality. Courage does not 
happen overnight. It takes time to build up courage in a difficult situation. That is 
true for everyone, and it is certainly true for leaders who are working on their 
culture.

SHARE an example from your own experience of a time when you made the right 
choice, even though it was not easy to do that (for instance, leaving a job that you 
knew was not right for you).

ASK: When was a time you faced a major decision as a leader, and you did what you 
knew was right, even though it was not easy?

DISCUSS: The various responses. Possible example: Extending a deadline so that 
safety concerns can be addressed.



FACILITATOR’S NOTE: Be sure to make the point that one of the most important 
things we are modeling as the leader is that WE ARE NOT GOING TO LET PEOPLE STAY 
IN THE ORGANIZATION WHO REFUSE TO LIVE THE VALUES. As you make this point, 
you will want to preview the content in Module 9. PROTECT THE CULTURE.

KEY POINT: This is a learning process and a growing process. It takes time to realize 
and act on the reality that we as leaders have the right AND THE DUTY to set the 
standard when it comes to living the values.

KEY POINT: A decision harms the culture the moment it results in someone, 
anyone, ignoring the values.



SAY: There are two big reasons that we as leaders may not model the values we say 
are guiding our organization. The first is Fear of Loss.

KEY POINT: We may fear losing people, clients, sales, opportunities. NONE of these 
is as dangerous as losing a core value or losing the culture.

SAY: If we are making excuses for a “key person” who DOES NOT LIVE THE VALUES 
because of that person’s connections, capacity to bring in revenue, seniority, or for 
any other reason, the fear of loss is HARMING THE CULTURE.



SAY: These are some of the excuses we may have gotten into the habit of making 
for people like Bill Hotshot. DISCUSS all the excuses on the slide.

KEY POINT: These excuses KILL any chance of building or developing a high-
performance working culture.

SAY: It is important to be able to listen without judgment, to compromise when 
appropriate, and to see the positive aspects of someone’s personality. But NEVER at 
the expense of the values. 

KEY POINT: We cannot model the culture we want and, at the same time, sell 
ourselves excuses about why it is okay not to live the values.

KEY POINT: Yes. There are risks to letting someone go who refuses to live the 
values, but the risks of letting them stay and destroy the culture are far greater!



SAY: We may have a knee-jerk fear that we will not be able to fill open positions. 
We may sell ourselves excuses about this, like the ones on the slide.

“Well, the devil you know is better than the devil you don’t know.“
“At least, with Bill, we know what we’ve got.” 
“You play the hand you’re dealt.”

SAY: If a doctor made excuses in order to get around a problem that he or she had a 
clear responsibility to address, and did not take action, we would apply a word to 
that behavior, MALPRACTICE. Leadership malpractice happens when we make 
excuses. So, NOTICE the excuses you try to sell yourself. Acknowledge that they are 
excuses. Then give yourself a reality check. For instance, “The devil you know is not 
better than the devil you don’t know.” We do not know who is a ”devil” and who is 
not until we have the organizational experience of working with the person. 
Pretending otherwise is a lie – an excuse – that keeps us from modeling our values. 

By the same token, the fact that “we know what we’ve got with Bill” is a marker of 
our personal accountability. It is not a reason to take actions that disregard our 
values. When we, as the leaders, know there is a problem, we have to honor our 



commitments to those who follow us to fix that problem. We have made a 
commitment to live the values!

Last but not least, “Playing the hand we’re dealt” is not necessarily the right 
response, and it certainly is not the right philosophy for living our lives. Would you 
“play the hand you were dealt” if you were driving a car that was headed over a 
cliff? Or would you change direction? The “play the hand you’re dealt” excuse 
conveniently ignores the reality that, as leaders, WE are the ones who can shuffle 
the deck and start a new deal anytime we choose. It is our team. It is our deck. We 
need to own that.



SAY: The second big reason we, as leaders, may not model the values we say are 
guiding our organizations is that we are FOCUSING ON SHORT-TERM RESULTS.

KEY POINT: When we focus on the short term outcomes, we may forget about living 
what we say we believe, which is the key to achieving long-term success. Leaders 
get paid for thinking in the long-term AND the short-term.

SAY: If we are thinking more about whether the sales team will hit a monthly quota 
than we are about whether the organization as a whole is living the kind of culture 
that attracts the best and the brightest, our priorities are misplaced. Period.

And, by the way, when we get rid of Bill Hotshot, we build the kind of organization 
that people WANT to work at!

We make it more likely our people will encourage others in their circle to work at 
our company.

We make it more likely for the sales team, and everyone else, to establish NEW 
AND HIGHER GOALS and create new and higher levels of performance to match.



SAY: Employee loyalty is a function of having an accountable workplace culture. An 
accountable workplace culture is a function of leaders LIVING THE VALUES.

KEY POINT: It takes courage to act in support of the stated values. But what is the 
alternative? A deeper and deeper sinkhole of a culture by default.

SAY: When we make excuses for Bill, when we tell ourselves how hard it is going to 
be to replace Bill, when we think about Bill’s impact on the monthly quota but 
ignore his impact on the morale of the organization as a whole, we are sabotaging 
the team. 

We are creating a self-fulfilling prophecy of subpar performance and validating a 
mediocre workplace culture. And that is not okay. We must live the values. We 
must set the example.

KEY POINT: “Do as I say, not as I do” does not work at home as a parenting style, 
and it DEFINITELY does not work in the workplace.



REVIEW the key points from this module.



REVIEW the key points from this module.



REVIEW AND DISCUSS the homework assignment that shows up on page 82 of the 
workbook.

IMPORTANT NOTE TO FACILITATOR: If you will not be seeing this group again for one 
or more days, set the schedule about when the next session will be, and set the 
expectation that this assignment will be complete before you meet again.

On the other hand, if you are moving on to Module 8 TODAY, make assigning this 
simple written exercise your final activity before giving the group a break. Set the 
expectation that you will be reviewing the results as a group when you reconvene.



IMPORTANT NOTE TO TRAINER: Read this module in its entirety before you deliver it. 
If you are working with a single group, make sure you are familiar with all the work 
that organization has done on values, mission, and culture before you start this 
program.

WELCOME the group.

ASK individuals to share a little bit about what has happened since you saw them last. 

(OPTIONAL: Insert additional icebreaker/warmup of your choice.)

SAY: Today we take a look at the third step of the ACCOUNTABILITY ADVANTAGE 
process – teaching the culture. Let’s get started!



SHARE the quote above from Sam Silverstein. 

DISCUSS people’s reactions to it.

SAY: In the last module, we looked at how MODELING the culture is the senior 
leader’s duty. In this module, we are going to look at the parallel duty of TEACHING 
the culture. This is also a duty that begins with the senior leader, though it does not 
end there.

KEY POINT: To a large degree, our ability to MODEL and TEACH the culture we have 
designed will determine the kind of culture we get.



ASK: When you think about what we talked about last time, what concepts had the 
biggest impact?

DISCUSS the various responses. Reinforce and praise all correct answers. If necessary, 
prompt for:

People will be watching closely to see whether the senior leader is really living the 
values.

If the leader is not living even ONE of the values, employees will disregard the 
ENTIRE value set.

A decision harms the culture the moment it results in someone, anyone, ignoring 
the values.

Sometimes we don’t model the values because of fear of loss.

Sometimes we don’t model the values because we focus on short-term outcomes.



Employee loyalty is a function of having an accountable workplace culture. And an 
accountable workplace culture is a function of leaders living the values.

ASK: Now let’s look at the assignment you got at the end of Module 7.



REVIEW AND DISCUSS the completed homework assignment that participants 
entered at the end of module 7. This shows up on page 82.

IMPORTANT NOTE TO TRAINER: If, for some reason, a participant has not completed 
the homework, DO NOT CRITICIZE THE PERSON ABOUT THIS IN FRONT OF THE 
GROUP. Be supportive. Help the person to develop verbal answers to each of these 
questions before you continue with Module 8. Bear in mind that not everyone learns 
in the same way. If necessary, discuss the importance of completing homework 
assignments one on one with this person. Make accommodations as necessary.



SAY: It is easy, at first glance, to confuse step two, Model the Culture, with step 
three, Teach the Culture. 

Although there is some overlap, there are important distinctions between 
Modeling and Teaching. Let’s examine these very briefly before we go any further.

Here is the difference: 

MODELING is all about the senior leader INSPIRING leaders (and others) in the 
organization by LIVING THE VALUES. Actions speak MUCH louder than words. If we 
want people to live the values and fulfill the relational commitments, we have to 
do that through the power of our personal example. 

TEACHING is an ONGOING CONVERSATION about what living the values and 
fulfilling the relational commitments actually looks like in practice. This 
conversation involves EVERYONE in the organization. It often uses true stories to 
reinforce cultural best practices. It never ends.

SMALL GROUP EXERCISE: Break the participants into groups of two or three and ask 



them to complete the exercise on page 85. It asks them to look back on their career 
and their life and identify three leaders at the very top of an organization who 
INSPIRED them. It also asks them to identify three friends or colleagues who TAUGHT 
them something important about the working culture. Share examples of your own 
to help people get started. (For instance, a CEO whose personal example in the area 
of INTEGRITY inspired you … and a mentor who helped you understand and fit into 
the organization by showing you how to make suggestions in a way that made it 
likelier for people to consider them.)



SAY: Even though the two steps are very different, the senior leader must take the 
lead with the TEACH step, too, through the power of personal example. 

This is the step where people begin to learn the depth of the values and how they 
are actually lived in this working environment. Of course the senior leader needs to 
start that ball rolling. 

The power and inspiration of the senior leader’s example is always there, thanks to 
Step Two: Model.

That example can serve as a kind of compass-point for each individual member of 
each team. 

The leader is like a compass. True north is always true north. A compass is not 
complete unless it tells you where true north is. But even when you hold a compass 
in your hand, you still have to make the journey! 

KEY POINT: The Teach step is where we make the journey, together.



SAY: The Teach step may play out when someone starts a conversation about a specific 
issue, opportunity, challenge, or project that sparks questions like:

What do I do? 
What does heading true North look like in this situation? 
How do we handle issues like this around here?

As other people start to contribute to that conversation, examples of best practices 
emerge, and the values become clear. That is Teaching. It is a conversation. And everyone 
is expected to do it, not just people in leadership positions.

SAY: Let’s look at some examples of what the TEACH step might look like in action. Please 
turn to page 87 in your workbook. Read each example and place a T next to the example if 
what you just read is TEACHING in action. Place an M next to the example if it sounds like 
MODELING. (The answer may be both T and M.) Then, at the bottom of the page, add your 
own example of what a TEACHING moment would look like at your organization. 

FACILITATE the exercise. NOTE TO FACILITATOR: There are four examples in this exercise. 
Example 1, sharing a true story of a time someone in the organization lived a non-negotiable 
core value, is Teaching. Example 2, setting the example as the senior leader when it comes to 
making sure your word is your bond, is Modeling and possibly Teaching by example. Example 



3, coaching someone during their first 90 days with the organization, is Teaching. Example 4, 
setting the example as the senior leader when it comes to telling the truth, no matter what, is 
Modeling and possibly Teaching by example. Example 5, acknowledging and fixing a mistake, 
is Modeling and possibly Teaching by example.

KEY POINT: We as an organization always have something to learn about how the values 
and the relational commitments will guide our next decisions and our next actions. In other 
words, Teaching never stops.



SAY: Teaching must be built into everything we do, and that takes effort. It is not 
how most organizations operate. Which is why most organizations have a culture 
by default.

ASK: How do we know when we are Teaching the values in the right way? DISCUSS 
the various responses.

SAY: We will know our organization is Teaching consistently when everyone is 
TALKING SPONTANEOUSLY AND IN A HEARTFELT WAY about the organizational 
values and how those values apply to their world. This happens without anyone 
needing to be prompted to talk about the culture. That is the criterion: people 
talking about the organizational values on their own! If that is not what is 
happening, we need to focus in on this step with more energy.

ASK: So, let’s say you are holding a team meeting that is scheduled to last thirty 
minutes, and at the end of that thirty minutes, NO ONE has mentioned the 
organizational values.



No one has addressed how your values apply to the subjects being discussed and 
the decisions being made.

Are you Teaching the values and the relational commitments consistently?

PROMPT: (No.)

SAY: You might think that is a high standard. It is not. It is just a DIFFERENT standard 
than what you are used to.



ASSIGN a participant to read the quote from Jason Hansen out loud for the group.

DISCUSS the quote and the best practice it outlines. 

KEY POINT: This is a perfect example of a values conversation – and of making 
Teaching an integral part of the culture. 

ASK: Is this different from what you are used to? (EXPECT: Yes.) Is it worth doing 
something a little differently to support a high-performance working culture? 
(PROMPT: Yes!)

KEY POINT: Once you start talking about values, YOU CAN NEVER STOP! As long as 
you are talking about the values, your team knows they are important. When you 
stop talking about them consistently and regularly, they decide that they are no 
longer important to you or to them.



SAY: Teaching is what empowers teams and individuals at all levels to step up, 
speak up, and put a stake in the ground whenever they notice someone making a 
choice that does not align with the organizational culture.

Teaching is what illuminates and reinforces who we are, what we are about, and 
why we are here. 

KEY POINT: Teaching is what lets people know that they have the right, and the 
duty, to call time out whenever they notice someone diverting from true North.

SHARE an example of a time when you called “time out” in support of a core value –
for instance, when you knew quality was being compromised.

ASK for examples of similar “time out” moments from the group. You may decide to 
encourage people to share examples of times when they WISH they had called “time 
out” in support of a core value.



NOTE TO FACILITATOR: You must be familiar with and ready to discuss the sample Values Stories that 
show up on page 89 of the workbook. 

SAY: We must be ready to share, repeatedly and with everyone in the organization, at least one 
TRUE STORY that encapsulates and dramatizes one or more of the core company values. We call 
these VALUES STORIES.

SMALL GROUP EXERCISE: Break the participants up into groups of two or three people, each from the 
same organization. SAY: Let’s look at some examples of what a Values Story looks and sounds like in 
action. Please turn to page 89 in your workbook. Read and discuss the three Values Stories you see 
there. These are true stories. I’d like your group to say which you find most powerful and why.

NOTE TO FACILITATOR: When everyone is finished reading the sample Values Stories, DISCUSS them 
as a group, and which one people feel was most powerful. Spend some time on this. KEY POINT: All 
are powerful. Each story is virtually impossible to forget. Each is easy to share and summarize.

SAY: Now, on page 90, I would like you to work as a group to identify and write down a TRUE story 
of your own that supports and exemplifies one or more of YOUR core organizational values. Take 
some time with this! As you consider which stories will best dramatize your values, which stories 
you and others will feel good about sharing, you will want to be on the lookout for events that 
capture: 

how your values affect the way people think,
how your values show up in the decisions people make, 



how your values show up in the actions people take, 
and how your values show up in the impact those actions have on others.

The best Values Stories capture something EVERYONE IN THE ORGANIZATION TRULY BELIEVES. If 
you really believe something, it shows up in your behavior and your teaching. Do you really believe 
the values are who you are and how you do things here? If the answer is YES, find a true story that 
captures that belief and WRITE IT DOWN on page 90.



FACILITATOR’S NOTE: Do not move forward to Slide 13 until you have helped each 
group to develop a powerful Values Story. Coach teams as necessary to help them 
capture and record this story. 

Take some time with this. The development of a true story that spotlights and 
exemplifies a core organizational value is one of the main takeaways of this program. 

Once the groups have finished, have them each share the Values Story they have 
developed out loud and explain the organizational value it supports.

ASK the small group: Which core value does this story illustrate?

ASK the larger group of participants as a whole: Is this story memorable? Is it 
focused on the value? Is it something you would want to share with others? How 
could it be improved?

DISCUSS the various responses.



SAY: Now it is time to look at the five powerful strategies that make the Teaching 
step work. These are best practices that turn Teaching into a powerful way of living 
and working.

KEY POINT: You will want to make each of these steps part of what happens in your 
organization EVERY SINGLE DAY!

FACILITATOR’S NOTE: You can ask the participants to write down each of the 
strategies on page 92 of the workbook.



SAY: The first best practice is: Share the Values Stories frequently, out loud. 

THE STORIES PEOPLE TELL ABOUT YOUR ORGANIZATION DETERMINE THE KIND OF 
WORKPLACE CULTURE THEY EXPECT TO EXPERIENCE EACH DAY. Make sure they are 
sharing stories that support the values.

KEY POINT: What you did today is only a start. KEEP DEVELOPING AND SHARING 
your Values Stories! You want MANY powerful true stories that people will be 
motivated to share about your organization’s core values.

KEY POINT: People need to hear and speak the Values Stories!



SAY: The second best practice is: Share the Values NARRATIVES frequently, out loud. 
Make sharing these verbally part of your organizational routine. 

REINFORCE the definitions: Values Stories are true instances of how people actually 
lived the values and can be fairly detailed; Values Narratives are brief explanations of 
what a given value means. Values Narrative are usually only a sentence or two long.

SAY: Repeating only the first word or two of a value does not make the richness of 
the value clear and does not inspire people to live the values. 

SAY: The narrative answers the question, What does it mean to live this value at the 
highest level? That is what you are teaching. A poster will not do it. A bumper-
sticker will not do it. 

Constantly returning to the narratives, discussing them, and asking people what 
that value would look like in their life if they implemented the narrative, does do it. 

KEY POINT: People need to hear and speak the Values Narratives.



SAY: The third strategy is Talking about the values often!

Remember: If a meeting has concluded and you have not mentioned one or more 
of the values, you have not led that meeting properly!

We tell our clients: The subject of how to live the values is never exhausted. 

As I mentioned earlier, once you start talking about values, YOU CAN NEVER STOP! 
As long as you are talking about the values, your team knows they are important. If 
you ever stop talking about them consistently and regularly, they decide that they 
are no longer important to you or to them.

KEY POINT: If your values are really important, you will never end the values 
conversation.



SAY: The fourth strategy is Rotate the values discussions!

Do not fixate on just one value. Focus on them all. Bear in mind that the power of 
values lies in teaching and living a great SET of values.

KEY POINT: If you fixate on a single value, or treat one as more important than 
another, your team will lose sight of the values SET. That means they will quickly 
drift back to a culture by default.

KEY POINT: Emphasizing one value over the value set as a whole leads to poor 
assessments of “how we do things here” and bad decisions at all levels. (For 
example, fixating exclusively on a value like “We are going for it and we set aggressive 
goals” might lead to a culture where people believe the ends justify the means.)



SAY: The fifth strategy is Use the phrase “our culture” frequently, not just the 
individual values that define it.

Look for ways to work the words “our culture” into your conversations as often as 
possible. 

Talk about what “our culture” makes possible, what examples of “our culture” look 
like in action, and how “our culture” enables us to change people’s lives for the 
better. 

Talk about the benefits of being a part of “our culture.”

KEY POINT: Teaching the culture means talking about the culture. The more often 
people talk about the culture, the easier it will be for them to live it.



REVIEW the key points from this module.



REVIEW the key points from this module.



REVIEW AND DISCUSS the homework assignment that shows up on page 94 of the 
workbook.

IMPORTANT NOTE TO TRAINER: If you will not be seeing this group again for one or 
more days, set the schedule about when the next session will be, and set the 
expectation that this assignment will be complete before you meet again.

On the other hand, if you are moving on to Module 9 TODAY, make assigning this 
simple exercise your final activity before giving the group a break. Set the expectation 
that you will be reviewing the results as a group when you reconvene.



IMPORTANT NOTE TO FACILITATOR: Read this module in its entirety before you 
deliver it. If you are working with a single group, make sure you are familiar with all 
the work that organization has done on values, mission, and culture before you start 
this program.

WELCOME the group.

ASK individuals to share a little bit about what has happened since you saw them last. 

(OPTIONAL: Insert additional icebreaker/warmup of your choice.)

SAY: Today we look at the fourth step of the ACCOUNTABILITY ADVANTAGE process –
protecting the culture. Let’s get started!



SHARE the quote above from Sam Silverstein. 

DISCUSS people’s reactions to it. Emphasize that a high-performance workplace 
culture is something that everyone buys into. A single individual who refuses to live 
the values can do massive amounts of damage.

SAY: In the last module, we looked at TEACHING the culture. In this module, we 
look at the fourth step of the Accountability Advantage process, PROTECTING the 
culture.

KEY POINT: In a high-performance culture, there are two kinds of people. There are 
people who live the values and fulfill the commitments. And there are people who 
find someplace else to work!



ASK: When you think about what we talked about last time, what concepts had the 
biggest impact?

DISCUSS the various responses. Reinforce and praise all correct answers. If necessary, 
prompt for:

Leaders get the culture they deserve.

TEACHING is an ongoing conversation about what living the values and fulfilling the 
relational commitments actually looks like in practice. 

This conversation involves EVERYONE in the organization, and it often uses true 
stories to reinforce cultural best practices. It never ends.

Develop and share Values Stories, out loud.

Share the Values Narratives frequently, out loud.

Talk about the values often. When YOU stop talking about your values and how 



your decisions connect to them, your people will begin to see the values as 
unimportant. 

Rotate the values discussions.

Mention “our culture” frequently, not just the individual values that define it.

SAY: Now let’s look at the assignment you got at the end of Module 8.



SAY: REVIEW AND DISCUSS the completed homework assignment that participants 
entered at the end of module 8. This shows up on page 94.

ASK participants to share their Values Story out loud, even if they have shared it 
before. The point is to develop a story that people want to hear and want to REPEAT 
to others. So we need to say it multiple times until we make it shine! Note that the 
feedback people receive to a Values Story will help them assess how powerful the 
story is and how likely it is to be repeated.

KEY POINT: We need to develop and share MULTIPLE Values Stories, not just one!

IMPORTANT NOTE TO FACILITATOR: If for some reason a participant has not 
completed the homework, DO NOT CRITICIZE THE PERSON ABOUT THIS IN FRONT OF 
THE GROUP. Be supportive. Help the person to develop verbal answers to each of 
these questions before you continue with Module 9. Bear in mind that not everyone 
learns in the same way. If necessary, discuss the importance of completing homework 
assignments one on one with this person. Make accommodations as necessary.



SAY: Culture by default requires zero maintenance, brings down the team and the 
organization, and spreads like wildfire. Culture by design requires constant 
maintenance, reinforcement, and protection, and must be carefully cultivated. It, 
too, will spread, but it has a POSITIVE AND POWERFUL IMPACT on everyone and on 
the organization as a whole.

Culture by default makes no demands. A high-performance culture demands a 
personal commitment to every relationship. Part of that personal commitment is 
the willingness to coach and be coached!

SMALL GROUP EXERCISE: Break the participants into groups of two or three and ask 
them to complete the exercise on page 97. It asks them to distinguish the behavior of 
someone who is coachable from someone who is not. FACILITATE the exercise. 

FACILITATOR’S NOTE: Signs that Francine is coachable would include: A different tone 
and attitude during recorded calls with customers; keeping her promise to ask for 
help when dealing with challenging calls; specific reference to and discussion of 
company values, including RESPECT, without being coached by you or anyone else to 
mention them. 



Absence of these things could be signs that Francine is not coachable.

DEBRIEF by letting people share what they answered. Ask why they answered that 
way. (PROMPT: Francine said and did all the right stuff in the coaching session, but if 
the behavior doesn’t change and she doesn’t seek out support and help to make sure 
it DOES change, that is a sign that she is either unwilling or unable to live the 
company value of RESPECT.) She might need a whole new role. On the other hand, 
she might need to work at a whole different COMPANY where her behavior would 
be accepted. KEY TAKEAWAY: Some people are coachable. Others are not.



SAY: The fourth step of our process, Protect the Culture, is all about making sure 
that the progress you have made up to this point does not vanish because one 
person refuses to live the values.

If someone insists on drilling a hole in the boat we are in while it is out on the 
water, that person needs to get into a lifeboat and paddle somewhere else!

KEY POINT: This step is about making sure that everyone on the boat truly WANTS 
to be on the boat and WANTS to make the voyage a success.

NOTE TO FACILITATOR: Remind participants of the questions people usually ask after 
leaders decide to let someone go who clearly does NOT live the values: “WHAT TOOK 
YOU SO LONG?”

KEY POINT: When you “allow someone to go where that behavior is accepted,” you 
are not just eliminating behavior that does not fit in your culture. You are also 
protecting the workplace environment for everyone in the organization, and 
modeling how to respond as a leader to behavior that consistently does not align 



with the values.



SAY: Protecting the culture is what happens when we take conscious, thoughtful 
action to preserve, maintain, and defend the values that have been defined, 
modeled, and taught. 

Although anyone in the organization can protect the culture, leadership has the 
PRIMARY duty to fulfill this step. In fact, this is the core of the leader’s job 
description. 

KEY POINT: Protecting the culture is a far more important priority for the leader, 
and especially for the senior leader, than ANY tactical responsibility (such as 
securing a big deal).



SAY: Once, Sam Silverstein was delivering a presentation to a group of business 
leaders in Texas. Here is what he said to the group: “We have all had the experience 
of being in the presence of someone who has a negative attitude. Of course we do 
not enjoy that experience. It brings us down, and it brings the entire organization 
down. I am curious: How many of you work with someone who has a negative 
attitude? If you do, just raise your hand.”

All the hands in the room went up -- except for one man. Both of his hands stayed 
down. 

The gentleman who did not raise his hand was Mikael Williamson, who was at that 
time president of Happy State Bank. 

Sam said, “Why didn’t you raise your hand?”

His answer stunned the group. “At Happy State Bank,” he said, “people with a 
negative attitude are not allowed to stay on. If they have a negative attitude, we 
help them find another place to work. We do not let them keep working at our 
bank.”



His answer was the sound of leadership in action. 

KEY POINT: Happy State Bank is a powerful role model for anyone curious about 
what accountable leadership looks like. They are also an important early client of 
Sam Silversteín’s. What Sam learned from talking to Happy State Bank inspired his 
book NON-NEGOTIABLE.



KEY POINT: That leader’s commitment was not just to live the values but also to 
protect the values. One of the values at Happy State Bank is ATTITUDE IS 
EVERYTHING. 

SAY: Now, the leader either lives the values or does not live the values. The leader 
either allows the negative attitude to stay or does not. Leadership has the right to 
define the culture and then lead with and through the values that define that 
culture. Anything less is an excuse.

At Happy State Bank, leaders DO NOT allow negative attitudes to happen! And that 
starts at the top! IMAGINE what you could accomplish in your organization if your 
senior leadership took the same approach. 

IMAGINE a workplace where people with a negative attitude were simply not 
allowed to stay on, once they demonstrated clearly that the habit of living the 
negative attitude was more important to them than the habit of living the values. 

IMAGINE what you and your organization could do if you protected the culture 
without apology or hesitation, every time there was a breakdown. 



IMAGINE what would be possible if someone got all the coaching, all the support, 
all the encouragement they could possibly expect so they could learn what it means 
to buy into the values.

And then, if that person ended up not being willing or able to do that, IMAGINE 
how the experience of working for your organization would change in they got to 
move on and work somewhere else!



ASK: What would your world be like if the people everyone knows would really 
rather be working somewhere else…ACTUALLY worked somewhere else? That is the 
big question. On page 98 of your workbook, you will find an exercise that asks you 
to identify someone in your organization, past or present, whom EVERYONE KNEW 
did not want to be coached on something that had an immediate cultural impact. 
What I want you to do here is give yourself a clearer picture of the true cost of 
holding on to that person. 

FACILITATE the exercise. Some costs will be quantifiable, others will not. In addition 
to obvious things like salaries and lost sales, encourage participants to quantify things 
like opportunity cost (what people could have been doing if they hadn’t had to spend 
so much time dealing with this person). Intangible costs may also show up. These can 
be expressed in phrases like “damage to morale,” which may describe other 
employees who underperformed or left the company (at least in part) because they 
were less productive in the work environment this person created. 

DISCUSS the answers with the group as a whole. (You may opt to debrief with 
participants individually on this exercise if there are confidentiality concerns.) You’re 
looking for responses that show an understanding that something like “showing up 



late for a meeting” doesn’t just carry an intangible cost. The costs are both tangible 
and intangible there. People feel disrespected. They may be demotivated by a belief 
that someone is getting special treatment and being allowed to show up late. Or they 
may disengage entirely from ALL the values. On the quantifiable side, that late arrival 
means the other six people were waiting for ten minutes for the person to show up 
got paid for doing nothing. You just wasted an hour!

KEY POINT: If you have someone who is on the team who either cannot or will not 
live your organization’s values, you have a choice to make. Are you going to ignore 
the values and continue to pay the price of keeping this person on? Or are you 
going to live the values?



ASK a participant to read the Ron Mittelstaedt quote aloud for the group.

SAY: Sometimes the values and the culture are being LIVED EVERY DAY in one 
location or team but are NOT being lived every day somewhere else. That is a major 
challenge.

SAY: You will recall that one of the criteria for a personal or organizational value is 
that it is ABSOLUTE, meaning that if you ever lose it, you IMMEDIATELY do what is 
necessary to get it back. The value is non-negotiable.

KEY POINT: That means leadership, up to and including senior leadership, needs to 
intervene, set the standard, and defend the standard.



ASK: What about situations where we have just hired someone into the 
organization? We cannot always be certain that new person is going to live the 
values and honor all the relational commitments.

ASK: How can someone like that affect others in the organization? 

(DISCUSS the various responses. For instance, someone who does not live the value 
ATTITUDE IS EVERYTHING might reinforce a pattern of complaining about problems 
without offering solutions or listening to ideas about how to solve them.)

SAY: So let’s suppose one of our values is ATTITUDE IS EVERYTHING. And let’s 
suppose that, even though we thought this new person would live that value, we 
see in the first few days that they really ARE NOT living the value. That one person 
could affect our whole organization after a few weeks.

ASK: So when is the optimal time for us to protect the culture by coaching that new 
person about what living the value looks, sounds, and feels like? (PROMPT: Right 
away!)



KEY POINT: Never put off protecting the culture when you see a mismatch. Always 
do it right away.



SAY: Another classic situation where you have the potential for “cultural drift” is 
when your organization acquires another organization.

SAY: The toughest thing in this situation, just like the situation where you have 
hired someone, is building up the personal and organizational courage necessary to 
be sure you are sticking to those values from DAY ONE.

If things get rocky, we need to stay the course and, if necessary, invite people to go 
work somewhere else. It is when we COMPROMISE on the values that we cause 
problems that take lots of time and money and attention to solve. 

KEY POINT: Sticking with the values can sometimes feel uncomfortable for leaders 
IN THE SHORT TERM. Just remember: You are leading in the LONG TERM. 

SAY: If the values are real, they are real whether or not they are convenient or 
popular. If they are real, they are real whether or not it is easy to live them or tough 
to live them. 

DISCUSS the Ron Mittelstaedt quote on this slide.



NOTE TO FACILITATOR: You must be closely familiar with the Happy State Bank story 
that shows up on page 99 of the workbook in order to deliver this slide.

ASK a participant to read the Happy State Bank story about “onboarding” new banks 
to the Happy State Bank values out loud. 

SAY: This is how you stop “cultural drift” in its tracks!

DISCUSS the story with the group. Emphasize the non-negotiability of the Happy 
State Bank values.

ASK: Could this same approach be applied to a new hire we bring on? If so, how?

DISCUSS the various responses. You’re looking for answers that help participants 
focus on improvements to things like onboarding and coaching processes for new 
hires, which are likely to have much shorter timelines than a full year, which is the 
timeline referenced in the Happy State Bank story. What kinds of conversations can 
participants have with new hires that inspires them to live the values in the first 90 
days or so of their employment? What role does the leader’s attitude and personal 



example play in getting new hires to buy into and live the values?



SAY: You cannot protect the values in a NEW team or organization if you are not 
protecting them in your OWN world! 

Note that “protecting and defending the culture” is always the first line item of 
Happy State Bank’s annual strategic plan. 

That is as it should be for every organization that aspires to a high-performance 
working culture. So… 

KEY POINT: Make “protecting and defending the culture the first line-item of YOUR 
strategic plan!

NOTE TO FACILITATOR: Before you move forward in the program. you may want to 
encourage participants to set aside time in their calendar to reassess and revise their 
strategic plan. This is also an opportunity to suggest that people take advantage of 
support from your side in drafting and/or revising the annual strategic plan. 



SAY: If you had only four words you could share with every leader in your 
organization on the topic of protecting the culture, these would be the four we 
would recommend.

KEY POINT: Hire slow, fire fast.

SAY: We would recommend each leader jot these words down on a sticky note and 
then post them in a spot where they would definitely be seen each and every day.

Take your time on hires, and make sure the person you are considering has a value 
set that aligns perfectly with yours. 

Clean house quickly when you get clear evidence that somebody who is already on 
staff cannot or will not live the values. 

Coach and support new hires until they do live the values. If they cannot or will 
not, say goodbye.

Whatever advantage you think you are enjoying by keeping this person on the 



payroll DOES NOT JUSTIFY SABOTAGING YOUR CULTURE.

KEY POINT: “Hire slow, fire fast” sounds simple, and it is simple. But it is not easy. It 
takes work, discipline, and courage to implement, particularly in the early going. 
But the investment always pays off.



ASK a participant to read out loud the Pat Hickman quote that appears on this slide. 

DISCUSS the quote with the group.

SAY: That one quote sums up everything we have been talking about. If you are 
serious about building a high-performance culture, you DO NOT SETTLE FOR 
SECOND BEST. Period.



REVIEW the key points from this module. 



REVIEW the key points from this module. 



REVIEW AND DISCUSS the homework assignment that shows up on page 102 of the 
workbook.

URGE participants to set aside time in their personal calendar for these action steps. 
Emphasize that this is part of the homework.

IMPORTANT NOTE TO FACILITATOR: If you will not be seeing this group again for one 
or more days, set the schedule about when the next session will be, and set the 
expectation that this assignment will be complete before you meet again.

On the other hand, if you are moving on to Module 10 TODAY, make assigning this 
simple exercise your final activity before giving the group a break. Set the expectation 
that you will be reviewing the results as a group when you reconvene.



IMPORTANT NOTE TO FACILITATOR: Read this module in its entirety before you 
deliver it.

WELCOME the group.

ASK individuals to share a little bit about what has happened since you saw them last. 

(OPTIONAL: Insert additional icebreaker/warmup of your choice.)

SAY: Today we take a look at the fifth step of the ACCOUNTABILITY ADVANTAGE 
process – celebrating the culture. Let’s get started!



SHARE the quote above from Sam Silverstein. 

DISCUSS people’s reactions to it.

SAY: Sometimes people think the first four steps, DEFINE, MODEL, TEACH, and 
PROTECT, cover the entire topic of building a high-performance culture. 

They are missing one step.

Today, we are going to follow the lead of what Sam shared here and learn why 
CELEBRATION is just as important.

KEY POINT: In a high-performance culture, every step forward is noticed and 
reinforced.



ASK: When you think about what we talked about last time, what concepts had the 
biggest impact?

DISCUSS the various responses. Reinforce and praise all correct answers. If necessary, 
prompt for:

Protecting the culture is a far more important priority for the leader, and especially 
for the senior leader, than ANY tactical responsibility (such as securing a big deal).

Culture by default makes no demands. A high-performance culture demands a 
personal commitment to every relationship.

Some people are coachable. Others are not.

People who cannot or will not live the values and fulfill the commitments get to 
move on and work somewhere else.

Never put off protecting the culture when you see a mismatch. Always do it right 
away.



Sticking with the values can sometimes feel uncomfortable for leaders IN THE 
SHORT TERM. Just remember: You are leading in the LONG TERM!

Make “protecting and defending the culture” the first line-item of your annual 
strategic plan.
Hire slow, fire fast.

ASK: Now let’s look at the assignment you got at the end of Module 9.



REVIEW AND DISCUSS the completed homework assignment that participants 
entered at the end of module 9. This shows up on page 102. Again, encourage them 
to schedule specific action steps in their personal calendar, based on the work they 
have done thus far with you.

IMPORTANT NOTE TO FACILITATOR: If for some reason a participant has not 
completed the homework, DO NOT CRITICIZE THE PERSON ABOUT THIS IN FRONT OF 
THE GROUP. Be supportive. help the person to develop verbal answers to each of 
these questions before you continue with Module 9. Bear in mind that not everyone 
learns in the same way. If necessary, discuss the importance of completing homework 
assignments one on one with this person. Make accommodations as necessary.



SAY: The fifth step, Celebration, reveals the true character of the senior leader of 
the organization. 

The Celebration step reveals whether that leader truly values people AS PEOPLE. It 
is a major test.

Many, many leaders fail this test because most of what they do to celebrate the 
culture is fundamentally inauthentic. 

ASK: What do you think I mean by “inauthentic”?

DISCUSS the various responses. Do not criticize any response – the word is likely to 
mean different things to different people.

SAY: Here is what I mean when I say “inauthentic.” I mean the “celebration” in 
question DOES NOT CONNECT IN ANY OBVIOUS WAY TO THE CULTURE.

The people, the organizational values, and/or the relational commitments should 



be WHAT we are celebrating. If the event is not rooted in any kind of true care, 
concern, and appreciation for people as INDIVIDUALS LIVING THE CULTURE, it is not 
CELEBRATION in our book. 

KEY POINT: If a celebration is a means to an end, rather than an expression of 
genuine care and concern for people AS PEOPLE, then it is inauthentic.



KEY POINT: We are not celebrating THINGS. We are celebrating PEOPLE. 

SAY: Celebration is not just about throwing a party or having an event. It is about 
caring about the people and celebrating the successes you are all enjoying together.

The plaque on the wall, the high-five, the party with cake and ice cream at 4:30, or 
whatever else we are checking off the list--all of these may be nice.

But guess what? If the people we are leading do not see and experience a stronger 
personal RELATIONSHIP with us based on something they have learned, 
accomplished or achieved, IT DOES NOT MATTER.

If they do not experience a deeper personal CONNECTION to the organization’s 
unique culture as a result of that connection, IT DOES NOT MATTER. The 
“celebration” is likely to do more harm than good. 

Why? Because it is going to be perceived as FAKE. 



And all too often, it IS fake. The leader is not really celebrating the PERSON who 
made the step forward. The leader is only going through the motions. 

SAY: When we celebrate a major milestone like hitting a sales target, the milestone 
itself is nice. But what we are really celebrating is the commitment to values and 
relationships that made it possible for PEOPLE to achieve that milestone. The 
celebration is always around PEOPLE and CULTURE.



SAY: Celebration is a critical step in the Accountability Advantage process, and it is 
the one that senior leaders are most likely to miss entirely, imagining that they 
have fulfilled it. 

The reason this happens is that, consciously or unconsciously, some leaders make 
the “celebration” all about THEM. 

SMALL GROUP EXERCISE: Break the participants into groups of two or three and ask 
them to complete the exercise on page 105. It asks them to distinguish a celebration 
that is AUTHENTIC from one that is FAKE.

FACILITATE the exercise. 

SHARE AND DISCUSS the results.

FACILITATOR’S NOTE: You are looking for responses that prove that participants grasp 
that the first, third, and fourth examples are AUTHENTIC because they connect the 
celebration to specific company values. By contrast, the second example is likely to be 
seen as FAKE because it doesn’t engage employees about the culture and is blatantly 



self-congratulatory. Note that the fourth example is NOT a public event. Reference 
the fact that some people DO NOT WANT to be the focus of a social gathering under 
any circumstances and would prefer to be celebrated in different settings. Leaders 
need to respect this.



KEY TAKEAWAY FROM THE EXERCISE: Authentic celebrations support the 
commitment IT’S ALL OF US. This means we are celebrating GROUP 
accomplishments and the SHARED values that make them possible.

If the celebration is really about showing what a great boss we are, then it is not in 
keeping with IT’S ALL OF US.

REVIEW/DISCUSS participants’ memories of people in their lives who upheld this 
commitment:

I COMMIT TO “IT’S ALL OF US.” I accept that if the other person fails, I fail, and I do 
not succeed unless the other person succeeds.

SHARE an example from your own life of someone who upheld the commitment IT’S 
ALL OF US – such as a good grade school teacher. Talk about what they did to 
celebrate the values.



KEY TAKEAWAY FROM THE EXERCISE: Authentic celebrations support the 
commitment to HELP INDIVIDUALS REACH THEIR POTENTIAL AND BE THEIR BEST. 
This means we celebrate important personal and team growth milestones and 
connect those milestones to the core values.

If the celebration has nothing to do with learning and growth, then we are out of 
alignment with this commitment.

REVIEW/DISCUSS: participants’ memories of people in their lives who upheld this 
commitment:

I COMMIT TO HELP INDIVIDUALS TO REACH THEIR POTENTIAL AND BE THEIR BEST. 
When your people know you care about their growth and development, they care 
about the organization’s growth and development. 

SHARE an example from your own life of someone who upheld the commitment to 
HELP INDIVIDUALS TO REACH THEIR POTENTIAL AND BE THEIR BEST – such as a boss 
who had a powerful positive impact on your career. What values was that boss living? 
How did they celebrate those values?



KEY TAKEAWAY FROM THE EXERCISE: Authentic celebrations support the 
commitment to EMBRACE FAULTS AND FAILURES AS WELL AS SUCCESSES. If we 
never celebrate learning experiences, and ONLY celebrate obvious successes, we 
are out of alignment with this commitment.

REVIEW/DISCUSS participants’ memories of people in their lives who upheld this 
commitment: I COMMIT TO EMBRACE FAULTS AND FAILURES AS WELL AS 
OPPORTUNITIES AND SUCCESSES. Taking on this Commitment means taking on the 
mindset of “I am not perfect, and I do not expect you to be perfect.” SHARE an 
example from your own life of someone who upheld the commitment to EMBRACE 
FAULTS AND FAILURES AS WELL AS SUCCESSES, such as a parent or family member 
who supported you while you learned an important lesson. What values did they help 
you to live more fully? How did they celebrate your learning moments?

ASK: What is an example of a failure in your organization that you as the leader 
could EMBRACE? EXAMPLE: Someone did not take advantage of other team 
members and missed a deadline as a result. What could people learn from that 
experience? What have they learned about what they could do differently the next 
time they are in a similar situation? What values connect to those lessons? How 



could you celebrate a learning moment that connects to those values?

KEY POINT: Celebration is all about CATCHING PEOPLE IN THE ACT OF LIVING THE 
VALUES AND REINFORCING THAT. Failure is how human beings learn. Again, we are 
talking about celebrating every single step forward. Whenever someone on our 
team learns from a failure, whenever someone clearly identifies what does not 
work and gets a little closer to implementing what does work, that is a reason to 
celebrate! 

SAY: The reason we look for opportunities to embrace tactical failure is that we 
want a learning culture, not a culture where people are afraid of admitting that 
they’ve made mistakes.



KEY TAKEAWAY FROM THE EXERCISE: Authentic celebrations support the 
commitment to STAND WITH YOU WHEN ALL HELL BREAKS LOOSE. If none of our 
celebrations acknowledge and reaffirm how important our support for someone is 
when they are going through tough times, we are out of alignment with this 
commitment.

REVIEW/DISCUSS participants’ memories of people in their lives who upheld this 
commitment: I COMMIT TO STAND WITH YOU WHEN ALL HELL BREAKS LOOSE. Are 
you there when people need you?

SHARE an example from your own life of someone who upheld the commitment to 
STAND WITH YOU WHEN ALL HELL BREAKS LOOSE – such as a good friend who made 
a point of supporting you and celebrating you at a difficult time in your life.

ASK: Who in your organization is going through a tough time, and would appreciate 
receiving support in the form of celebration? 

KEY POINT: When we celebrate people who are dealing with adversity or who have 
overcome it, we are also celebrating people who have shown up to help them. We 



are saying, “This is how we do things here.”

NOTE TO FACILITATOR: Sometimes when people have to deal with adversity, they do 
not want others to know about it. Make sure participants know they should respect 
that wish.



SAY: Leaders must set the example of catching people in the act of living the values 
and fulfilling the relational commitments. WE must reinforce that behavior pattern. 
If we do not do this as leaders, we should not delude ourselves that someone else 
is going to do it. 

KEY POINT: Everyone takes their cues about Celebration from the person at the top. 

SAY: We set the example. We cannot celebrate the culture authentically unless we 
are celebrating PEOPLE LIVING THE CULTURE. And we cannot do that unless we 
VALUE them as individuals enough to notice when that is happening!

SAY: Please turn to page 106 of your workbook and complete the exercise there. 
Identify the RELATIONAL COMMITMENT each celebration fulfils.

FACILITATE the exercise and encourage participants to share their responses. You’re 
looking for a clear understanding of which celebration event connects to which 
relational commitment. You’re also looking for familiarity with each of the four 
relational commitments you’ve just discussed. People should be able to share 
insights, personal examples, and opinions about each relational commitment.



NOTE TO FACILITATOR: Possible answers: 
1: a and possibly d because Jim may have been under a lot of pressure. 
2: An argument can be made for a, b, c, and d. 
3: a and b
4: a and d



SAY: When it comes to celebration, we have to MEAN what we say. 

We have to say what really matters and we have to connect what we say to the 
culture. Otherwise, all the work we have done in steps One through Four will go to 
waste. Our people will disengage. 

ASK: Why will they disengage?

PROMPT: (There is a basic human need to be noticed, acknowledged, valued, and 
appreciated. This is part of BELONGING to a group.)

SAY: Inauthentic celebration, meaning celebration that does not connect to the 
culture and to the relationships, alienates people. This kind of celebrations puts us 
back in the category of Michael Scott.

Why? Because our people will not feel appreciated AS PEOPLE. Authentic 
celebration always makes people feel truly appreciated. It always strengthens 
relationships.



KEY POINT: There is a basic human need to be noticed, acknowledged, valued, and 
appreciated. This is part of BELONGING. Our job as leaders in Step Five is to make 
sure they experience being noticed, acknowledged, valued, and APPRECIATED FOR 
LIVING THE CULTURE.



SAY: We do not just look for opportunities to authentically celebrate WORKPLACE 
milestones. We look for ways to authentically celebrate every meaningful victory 
that takes place in someone’s life. 

And if our knowledge of what is going on in a direct report’s life is so shallow that 
we have no idea what their victories outside the workplace look like, shame on us.

ASK: How much do you know about what is going on OUTSIDE of the workplace in 
the lives of the people who report to you? 

DISCUSS the responses. Get participants to share what they know about the personal 
aspirations of their direct reports, whether that is a lot or a little.



SAY: This fifth step is all about FOLLOWING THROUGH on relational commitments. 
If you live all ten of those, your team will feel celebrated!

Living the relational commitments, day in and day out, is the best way to celebrate 
the culture you have designed, modeled, taught, and protected. If you do that, you 
will give your organization an unmatchable competitive advantage in the 
marketplace: a workplace where people are constantly on the lookout for newer 
and better ways to live and celebrate their high-performance culture. 

KEY POINT: This fifth step really is a leadership test. Passing this test means you 
love people AS PEOPLE. Passing this test means your team has flipped the switch. 
They are engaged. They are personally committed to making good things happen.



SAY: We have now covered all five of the Accountability Advantage steps. That is 
the whole process. 

FACILITATOR’S NOTE: This is a good place for a Q&A session about the process as a 
whole.



SAY: Eckhart Tolle, the great author and teacher, once wrote: “Now is all you ever 
have. There never is anything else. So you might as well make the now your friend. 
Otherwise you are out of alignment with life itself.” —Eckhart Tolle

This quote is apt for leaders and organizations aspiring to secure the Accountability 
Advantage.

We may be tempted to place working on the culture on that long list of “important 
things we mean to get around to eventually.”

This is a disastrous decision. Our working culture—and indeed, our whole life—is 
always defined by our response to what is happening right now. 

This instant that is right in front of us is all we ever have to work with and all we 
ever will have. We are either using this moment to fulfill the values and keep our 
relational commitments, or we are not. 



KEY POINT: There is no “eventually.” There is no “when we have time.” There is no 
“when we make more money.” There is no “later.” This is it. 

In this moment, the moment staring us in the face right now, there are three things 
that we can count on to attract people to our cause:

We can use the moment before us to project full confidence in the power of 
authentic human CONNECTION to overcome any obstacle. Human connection is, at 
the end of the day, the only real resource any organization has—and it can and 
does work wonders.

We can use the present moment to deliver full TRANSPARENCY in our interactions 
with those with whom we are lucky enough to work. It is right to be transparent 
with them about anything and everything that affects their interests, as long as that 
transparency respects the rights of others. 

We can use the moment we are living right now to share our own FAITH in our 
purpose (the reason we are here) and in our mission (the action that supports that 
purpose). Faith is what kindles hope. Faith is what draws resources to us. If we do 



not yet have full faith in our purpose and our mission, we need to discover our 
purpose and create a compelling mission that puts that purpose into action.

Those are the three things that attract people to a cause: confidence, transparency, 
and faith. And if you build all three into your workplace and implement the ideas 
and principles we have been discussing here, you will create and sustain a high-
performance culture. MAKE IT HAPPEN!



REVIEW the key points from this module.



REVIEW the key points from this module.



REVIEW the key points from this module.



REVIEW AND DISCUSS the homework assignment that shows up on page 108 of the 
workbook. Suggest specific possible celebrations (such as taking an employee and her 
son out to dinner when the son gets accepted to college, which connects to the 
commitment IT’S ALL OF US) or throwing a party when a salesperson completes the 
training and development necessary to become a sales team leader (which connects 
to the commitment HELPING INDIVIDUALS REACH THEIR POTENTIAL AND BE THEIR 
BEST).

THANK participants for taking part in the session.

SAY: Accountability is the highest form of leadership!



IMPORTANT NOTE TO FACILITATOR: Read this module in its entirety before you 
deliver it. This program is designed for a SINGLE organization. Make sure you are 
familiar with all the work that organization has done on values, mission, and culture 
before you start this program.

WELCOME the group.

(OPTIONAL: Insert additional icebreaker/warmup of your choice.)



SHARE the quote above from Sam Silverstein. 

DISCUSS people’s reactions to it. Emphasize that VALUES are what drive an 
accountable workplace culture.

SAY: Today, we’re going to be launching a CULTURE BY DESIGN. That means starting 
from the GROUND UP and working together to discover a set of values that you as a 
group BELIEVE…and are ready to LIVE.

We’re going to be doing a lot of brainstorming together today. This is not about me. 
It is about your organization. Please feel free to throw out YOUR ideas and 
examples as we go along. 

KEY POINT: The more input from people with different experiences and different 
backgrounds, the better the outcome will be. 



REVIEW AND DISCUSS the points on the slide above. If the participants are already 
familiar with the material, use this slide as an opportunity to reinforce this core 
content on values.



REVIEW AND DISCUSS the points on the slide above. If the participants are already 
familiar with the material, use this slide as an opportunity to reinforce this core 
content on values.



REVIEW AND DISCUSS the points on the slide above. If the participants are already 
familiar with the material, use this slide as an opportunity to reinforce this core 
content on values.



REVIEW AND DISCUSS the points on the slide above. If the participants are already 
familiar with the material, use this slide as an opportunity to reinforce this core 
content on values.



REVIEW AND DISCUSS the points on the slide above. If the participants are already 
familiar with the material, use this slide as an opportunity to reinforce this core 
content on values.

SAY: Today you will begin by working in a group that focuses on ONE of these types 
of values.

NOTE TO FACILITATOR: With smaller groups, follow this procedure:

• Form five groups. Assign each group to a table. Each group should have a deck of 
cards placed on their table. Assign each table to work on ONE of the categories 
identified on the slide above. Example: If you have 20 people in the room, you 
would assign four people each to five different tables. Table 1: Foundational. Table 
2: Professional. Table 3: Relational (internal) Table 4: Relational (external). Table 5: 
Community.

With larger groups, follow this procedure:

• Form six or more groups. Assign each group to a table. Each group should have a 



deck of cards placed on their table. Make sure there is at least one table working 
on EACH of the categories identified in the slide above. Thus, with 48 people in the 
room you might have eight tables, each with six participants: Tables 1 and 2: 
Foundational. Tables 3 and 4: Professional. Table 5: Relational (Internal). Table 6: 
Relational (External). Tables 7 and 8: Community. (Note: If you have a larger group 
and find you need to have, for instance, nine tables, assign the extra table to the 
Foundational value category.)





NOTE TO FACILITATOR: Ask each group to select a leader and a scribe.

SAY: The leader’s responsibility is to make sure the group fulfils the task in a timely 
manner and that everyone in the group has a voice and that their voice is heard. 
This is critical. If someone is not contributing, it is the leader's responsibility to get 
that individual involved. The leader must make sure everyone feels safe and 
included in the conversation.

The scribe’s responsibility is:

a) WRITING things down.
b) REPORTING OUT about the leader’s fulfilment of their responsibilities. If the 

leader does not make everyone feel included and feel safe, it is the scribe’s job 
to TACTFULLY get your attention so you can help to coach the group through 
this process. The scribe may also be asked at some point to give an informal 
assessment about how well the leader did the job.

c) VERBALLY SUMMARIZING the group’s work out loud for the entire group.



SAY: Your leader will facilitate the conversation about identifying values that 
connect to something you BELIEVE about what it means to work here. Your scribe 
will write down the belief and the VALUE that would support it. 

MAKE SURE the people who are assigned these roles are comfortable doing them.





SAY: We are about to start building the value set. 

In front of you is a card deck. Each card has some images and/or words on it. When 
I say BEGIN, you may choose to spread the cards out so you can see them, and each 
person should select three cards. First come, first serve. Each card should represent 
a value that is important to you. Remember that those three cards should connect 
to specific values within the category your table has been assigned.

So for instance, let’s say your table is working on PROFESSIONAL values. If this 
image on the slide, the one with the three arrows, were to catch your eye, you 
might decide to grab that card as one of your three cards, because it connects to a 
value that is important to you—for instance, CREATIVITY. 

KEY POINT: Note that this same picture may inspire someone to say, “There are 
different ways to solve any problem, and we must respect and appreciate how 
other people see and address difficulties.” This person connects the same picture to 
RESPECT.

KEY POINT: We want to use the pictures to uncover the best, most powerful 



BELIEFS we have about what it means to work here.

SAY: If a picture or word on a card speaks to you, choose that card so you can 
discuss it with your group. If a picture doesn’t speak to you, ignore it. 

DO THIS QUICKLY! Follow your instincts and grab the cards that seem most 
relevant. Choose three cards and only three cards now. BEGIN.

NOTE TO FACILITATOR: Give participants roughly two minutes to choose their cards. 



NOTE TO FACILITATOR: At each table, have people form subgroups of two. If there is 
an odd number of people, there can be one group of three. In this next phase of the 
program, each person should share their three cards within the subgroup and explain 
why they chose that card. Each participant should address the question, Why is that 
value important to you? What does that mean to the organization?

FACILITATE the exercise. Allot 5-10 minutes for this, but feel free to adjust this to the 
size of the group you are working with. When everyone in every subgroup has 
explained their choices…

ASK: What did you learn about the people you were sharing values with? Discuss 
the various responses. Try to unearth new things people learned about each other, 
and specifics of how they connected. Did people mostly agree or mostly disagree on 
the values that were presented? Discuss the various responses.

SAY: What I want each of you to do now is to look closely at the three values you 
selected and choose the ONE that means the most to you. I know it is difficult to 
eliminate two, but I want you to focus in on just one.



NOTE TO FACLITATOR: Give participants a few minutes to do this.

SAY: You should now each have ONE AND ONLY ONE value selected. Right now, 
please take turns and explain to everyone at your table why you chose that specific 
value – why it is important to you and how it impacts the organization. 

NOTE TO FACLITATOR: This will likely take ten to fifteen minutes, but feel free to 
adjust this to the size of the group you are working with.



DISCUSS the process thus far. ASK: Did you learn anything new about the people in 
your group? 

DISCUSS the various responses. 

ASK each table to settle on ONE image/word that they want to present TO THE 
ROOM as a core value. 

NOTE TO FACILITATOR: If you have five or fewer tables, permit each table to select 
TWO values if they wish.

REMIND people that values/words that get set aside now may show up later in the 
narratives that are developed to support each value. Give people time to work 
together to narrow the field. 

NOTE TO FACILITATOR: This should take approximately ten minutes.



SAY: Before we present our values to the group as a whole, we need to make sure 
there is a clear VALUE STATEMENT and a clear VALUE NARRATIVE that supports it. 
The idea here is to make the value in question crystal clear to everyone in the 
organization – and everyone outside the organization! 

KEY POINT: Notice that a value can be expressed either as a single word or as a 
short phrase. 

NOTE TO FACILITATOR: Remind the scribes at each table that it is their job to write 
down and help refine the Value Statement and the Value Narrative. 

DISCUSS the examples on this slide and the slides that follow. 



SAY: Before we present our values to the group as a whole, we need to make sure 
there is a clear VALUE STATEMENT and a clear VALUE NARRATIVE that supports it. 
The idea here is to make the value in question crystal clear to everyone in the 
organization – and everyone outside the organization! 

KEY POINT: Notice that a value can be expressed either as a single word or as a 
short phrase. 

NOTE TO FACILITATOR: Remind the scribes at each table that it is their job to write 
down and help refine the Value Statement and the Value Narrative. 

DISCUSS the examples on this slide and the slides that follow. 



DISCUSS the examples on this slide, the previous slide, and the slide that follows. 



DISCUSS the examples on this slide and the slides that have come before.

SAY: Work within your groups now to create a VALUE STATEMENT and a VALUE 
NARRATIVE for your table’s value.

FACILITATE VALUE STATEMENT CREATION and NARRATIVE CREATION. If necessary, 
coach each table through the process.

Once participants have created their narratives, ASK the scribe from each table to 
read the value(s) and narrative(s) aloud. The scribe should also be ready to discuss 
the BELIEFS the image or word in question connected to.

NOTE TO FACILITATOR: Ask each scribe to email you their table’s finished Value 
Statement and Value Narrative. Pull them all together into a single Word or 
PowerPoint file and put it up on the screen so you can share and discuss the content 
with the group. 

CONSIDER ASKING:



Does the narrative make this value crystal clear? How could we improve it?

What's the importance of this value to you?

What’s your favorite EXAMPLE of someone living that value in your organization? 
Where is it showing up?



SAY: Remember, we don’t have a GREAT values set until we are certain that it ticks 
all four of these boxes.

ASK: Does our list do that?



FACILITATE a discussion that confirms/reinforces that the value set addresses all four 
areas. 



SAY: Let’s start polishing the list. 

ASK: Should we consider consolidation or combining some of these values – or 
should they stand alone? 

ASK: Do we need to reword any of these values? 

ASK: Have we missed something? Is there a value that is important to the 
organization that is not on this list? 

NOTE TO FACILITATOR: This is likely to be the most challenging part of the program 
for you. Working with the group, consolidate/rewrite any values that overlap. Refine 
the list as necessary and discuss it with the group. Share your work on a projection 
screen as you do this. Make the process collaborative.

For each value on the resulting list ASK:
How and where would you say that value is showing up right now? 
Where could it show up? 



What is the evidence that this is something we truly believe?

Finally, ASK:
How do we feel about this list?

MAKE SURE THERE IS CONSENSUS BEFORE YOU MOVE ON TO THE NEXT SLIDE.



NOTE TO FACILITATOR: Email the client the final version of the values as you have 
them. Do not number the values.

SAY: I just emailed you the work we did today. What I want to suggest is that you let 
this sit for a couple of days, and then get two or three people to review the value 
set. At that point, you may find that you need to suggest edits to the Values 
Statements or Values Narratives as needed. Please send me the updated version at 
that point so we can set up a phone call to discuss the edits.

SHARE AND DISCUSS the Ron Mittelstaedt quote above. 

SAY: Here is the thing. We KNOW there is going to be a challenge when it comes to 
living the values. Sticking with the values can sometimes feel uncomfortable IN THE 
SHORT TERM. Just remember: We are building this value set for the LONG TERM. 

ASK: Where is the first place, situation, or relationship where living these values is 
likely to be uncomfortable? What are we going to do when that happens?



(Example: one of our values is RESPECT, and there is a colleague who routinely tells 
inappropriate jokes at the expense of a certain group.)

DISCUSS the various responses.

KEY POINT: At the vary least, we need to speak up in defence of the values when 
they are compromised. What we allow in our space, we condone!



NOTE TO FACILITATOR: If you haven’t engaged your client with the ACCOUNTABILITY 
ADVANTAGE development series, this may be an excellent time to do so. You may 
choose to focus on steps 2-5 for creating an accountable culture, which are:

MODEL
TEACH
PROTECT
CELEBRATE

DISCUSS: How do we establish the values?

Always talk about them (In all size groups)
Model them
Teach them
Connect every decision to a value
Connect the values to your culture
Celebrate the values and the culture

KEY POINT: Once you start talking about the values you can never STOP talking 



about them … or the values stop being important to everyone.



REVIEW the key points from this module. 



REVIEW the key points from this module. 



REVIEW AND DISCUSS the assignment that shows up on this slide. Then …

FACILITATE the assignment. Get participants to talk about the values in their own 
words.

SAY: Remember: Together, we are building an ACCOUNTABLE culture…a CULTURE BY 
DESIGN!

Thank the group for their input and end the program.


