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If your team is not accountable, the problem probably is not the people. It is the 
system. Here is how to fix it. 
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Accountability Without Clarity Is Just 
Blame 

If your team is not accountable, the problem probably is not the people. It is the system. 
Here is how to fix it. 

 

Every CEO we work with wants a more accountable team. 

They want people who own their outcomes, close the gaps, and do what they said they would 
do. When results slip, the instinct is to push for more accountability. Have harder 
conversations. Set clearer expectations. Hold people to higher standards. 

The problem is that most of the time, the accountability issue is not a people issue. It is a 
design issue. And telling people to be more accountable in a system that makes accountability 
impossible is not leadership. It is blame with better language. 

 

Accountability without clarity is just blame. Fix the system before 
you fix the people. 

 

Accountability Is a System, not a Virtue 

Real accountability requires three things, and all three need to be present for it to work. 

Clarity of what someone is responsible for. They need to know, in specific terms, what the 
outcome is they are being held to. Not just “own customer experience,” but “reduce customer 
churn from 12 percent to 8 percent by Q3.” 

Authority to act. They need the decision rights, resources and organisational support to 
actually deliver the outcome. Holding someone accountable for a result they do not have the 
authority to influence is not accountability. It is a setup. 

Consequences that matter. There needs to be a meaningful connection between 
performance and outcome. Not necessarily punitive, but real. If everyone gets the same bonus 
regardless of delivery, accountability is theatre. 
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When any of these three is missing, the system is broken. The person is not the problem. And 
no amount of harder conversations will fix it. 

The Common Failure Modes 

In our experience, accountability problems usually come down to one of four patterns. 

Shared accountability. When two or more people are “jointly accountable” for an outcome, 
no one is actually accountable. Shared accountability is a euphemism for no accountability. 

Accountability without authority. Someone is expected to deliver a result but cannot 
actually make the decisions required to get there. They don’t have the resources, capacity or 
support to deliver. 

Unclear outcomes. The accountability is vague. “Improve team performance” is not an 
accountability. “Deliver 20 percent productivity improvement measured by x and y, by date z” 
is. 

No performance rhythm. There is no regular cadence for reviewing whether someone is on 
track. Accountability only shows up at year-end, by which point it is too late to do anything 
about it. 

Fix any of these and accountability starts to work. Keep all of them in place and no amount of 
coaching, culture work or performance management will move the needle. 

The Map That Fixes It 
The single most effective tool we use for accountability issues is a simple map. For every role 
or team, we define four things. 

Role. What the person or team is actually responsible for. 

Accountability. The specific, measurable outcome they own. 

Authority. The decisions and resources they can deploy without escalation. 

Measure. How performance will be assessed, and how often. 

When a leadership team sits down and maps this out across their business, the gaps become 
obvious within minutes. Roles that overlap. Outcomes no one actually owns. Authorities that 
do not match accountabilities. Measures that do not exist or do not drive the right behaviour. 

Once the map is clear, most of the accountability problems in the business resolve 
themselves. Not because people suddenly become more accountable, but because the 
system finally makes accountability possible. 



LOOP CONSULTING GROUP     Design. Optimise. Scale. 

Fix the System, Not the People 

The next time you find yourself frustrated that someone on your team is not being accountable, 
resist the instinct to have another conversation about their performance. 

Instead, ask yourself: is it clear what they own? Do they have the authority to deliver it? Is 
there a measure that matters? Is there a rhythm that surfaces issues in time to act? 

If the answer to any of those is no, the accountability problem is not theirs. It is yours. And the 
fix is structural, not personal. 

 

K E Y  T A K E A W A Y S  

01   Real accountability requires three things: clarity of what someone owns, authority to 
act, and consequences that matter. Missing any one of these breaks the system. 

02   The four most common failure modes are shared accountability, accountability without 
authority, fuzzy outcomes, and no performance rhythm. 

03   Map every role across four dimensions: Role, Accountability, Authority and Measure. 
The gaps become obvious within minutes. 

04   Before you have another performance conversation, check the system. If it is not set 
up to make accountability possible, no coaching will fix it. 

 

R E A D Y  T O  C L O S E  T H E  G A P ?  

Loop helps leadership teams design accountability frameworks that actually work, 
as part of operating model redesign or as a standalone engagement. 

Email        contact@loopbc.com 
Web          loopbc.com 
LinkedIn    loop-business-consulting 

 


