
BusinessCPR™ Accountability Ladder Coaching & Feedback Tool 



Part of the BusinessCPR™ Management System, Step 5—Be Accountable for Your Results 

The accountability ladder is a coaching and feedback tool used to reinforce behavior when results are better than planned 
and to provide coaching when behavior interferes with realizing desired results.  Effective business owners and managers 
use this tool to help those they lead to understand why they are or may not be getting the desired results they want out of 
life or their job. 

Four steps to effectively prepare yourself for using the accountability ladder with a struggling employee 

1. The first step in using the accountability ladder is to ask yourself where you currently are on the ladder.  You do
this because if you’re on one of the lower rungs on the ladder, you aren’t in the best position to coach someone
on how they need to move up the ladder when you aren't at least where you want them to be.  I.e., if you aren't
modeling the desired behavior it is better to hold off using this tool until you are.

2. Once you are clear on what rung of the accountability ladder you are on, the next step is to use the same process
you put yourself through to help a struggling employee.   Remember, this tool only works if you really want to
coach those on the lower level rungs to help them see how their actions and behavior are holding them and the
company back from accomplishing more.   Again, if your goal isn't to help the employee see themselves in a new
light, initiate your progressive discipline process to accelerate moving them out of your business.

3. Take a moment to identify any observable behaviors you see in the employee that has them on the upper rungs
of the ladder to encourage them to keep it up.  Be prepared to provide specific examples of what you are
appreciating.  Do the same thing for those behaviors that are holding them back.  Again, be prepared with specific
examples and suggestions on how they could improve.

4. Schedule the best time to meet privately with the employee you are trying to help.  Print two hard copies of the
BusinessCPR™ Accountability Ladder Tool in preparation for your discussion, then have the meeting.

Eight keys to having a behavior-changing discussion with an employee you believe in 

1. Introduce your goal for the conversation.  Point out that this is intended to be a positive conversation and that they
are not in trouble.  Remember, you want to help them, so tell them why you believe in them.

2. Ask them what they heard to make sure they know your intention for the meeting.
3. Give them a copy of the accountability ladder and speak to the opening paragraphs and different rungs on the

ladder to help orient them to the tool.  Ask them if they have any questions about the accountability ladder.
4. Once they are clear on the ladder's rungs, have them “circle” the number that best reflects where they see

themself on the accountability ladder on their worksheet.  As they do this, draw a box around the number on your
copy of the tool that reflects your view of where you see them on the accountability ladder.

5. The next step is to place both worksheets side-by-side to discuss your respective ratings.  Use the titles and
language of the rungs to help you talk with each other about your respective perceptions.

6. It's OK if you don't see the same rung.  The goal is to discuss each other's perceptions of what's working and
what's not for you in your role,  where you might need help, and what you are prepared to do differently.

7. At the bottom of the tool, record any improvement commitments made by the employee or promises of support by
you.  Be clear on how they and you will know the commitments have been honored, and then do what you say
you will do.

8. File your copy of the accountability ladder tool with any post-meeting notes you made in the employee file.  Do
this should behavior not improve so that this conversation can be specifically referenced as part of the
progressive discipline process.

You know you have had a healthy conversation on improving contributions when you both walk away with a shared 
understanding of what can be done differently to improve personal accountability for the results of your actions on 
yourself, the business, and those you work with. 

We are here to help ... 

If you are anticipating a difficult conversation or have questions about using this tool, email us at help@busines-cpr.com t 
to schedule a time for you to talk with one of our BusinessCPR™ Certified Business Coaches to get your questions 
answered. 


