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The Next Level Accountability Call (NLAC) 
 

             Leader’s Guide 
 
The Next Level Accountability Call is an effective and time saving tool which can 
be used by organizational leaders as a coaching platform. It is designed to help 
each participant consistently grow in both confidence and results.  People grow 
by developing confidence, and people develop confidence by the experience of 
successful attempts. When a person attempts something new and it succeeds, 
they grow in confidence.  This is the single objective of the NLAC -- to help 
people grow.  

Building a culture of accountability within your organization is one of the most 
important tasks of an effective leader. The purpose of this outline is to assist 
you, the effective leader, in being better prepared to facilitate the call in a way 
that will produce maximum results. I’ll discuss four basic steps:  

1. Understanding the concept and importance of the next level accountability 
call; 

2. How to facilitate the call; 
3. How to use the call as a coaching tool; and  
4. How to use the call in building a culture of accountability within your 

organization. 

 

Understanding the concept and importance of the Next Level 
Accountability Call  

The Next Level Accountability Call is important because it serves as your weekly 
opportunity to help people grow. This, of course, is the most important purpose 
of leadership. The process of helping people grow and develop is called 
coaching; the NLAC is your weekly coaching opportunity. Successful coaching 
involves helping people in your organization learn to use their endless reserve of 
untapped human potential.  
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In building an effective organization you must have the opportunity to both train 
and coach. Most leaders do a fine job in skills training but devote little time to 
coaching. The two leadership functions of training and coaching are distinctly 
different, and because they are different, the leader must set aside time to do 
both. The NLAC is your weekly coaching opportunity. It takes place weekly, and 
its purpose is to give people within your organization the consistent opportunity 
to learn two achievement behaviors: 

1. Following through with commitments, or simply doing what they say they’re 
going to do; and   

2. Consistent growth. Remember, there are only two choices regarding the 
future -- grow or decline. These two behaviors are not natural, or inherent. 
Most people do not learn these behaviors from normal life experiences. As 
the leader, you need a consistent coaching opportunity to develop these 
behaviors within your organization.  

The NLAC is your opportunity to provide those within your organization a 
learning platform from which they can develop these vital behaviors of 
achievement. The NLAC is a real time saver and takes only a few minutes to 
determine who needs coaching and who is doing well. The only alternative to 
this consistent coaching approach is to speak individually with everyone and 
attempt to determine who needs coaching and who does not. It should seem 
very logical that a weekly 15-to-20 minute call is a better use of your time than 
dialing through to each individual and hoping to find out if and what help they 
may need.   

The NLAC is designed to focus on those activities that lead to future 
achievement, rather than simply measuring results. For over 30 years I’ve 
listened to leaders talk about their results management systems. From that 
experience I am now convinced that you really can’t manage your results. 
Results are simply an accounting of what’s happened, and if it has already 
happened, you can’t manage it. Results are in the past. I call results lagging 
indicators. Results are lagging behind the achievement curve.  

The best way to manage goal-directed results is to measure the activities that 
lead to future results. I call these leading indicators. By measuring leading 
indicators you can manage tendencies, or downturns in activities, before they 
show up in your results. The tracking of leading indicators is really the only way 
to truly manage results. This is why the NLAC is so important. This leadership 
tool will help you develop sustainable growth and organizational energy.   
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In the NLAC we are measuring a few of the most important leading indicators of 
future success. There are many things that we could measure, but it’s important 
to stay with the agreed upon and proven leading indicators already established. 
Since these key performance indicators have been proven over years of tracking, 
any additions or substitutions would be an experiment into things that may or 
may not work. Why reinvent the wheel? It’s important to stay with what has 
been proven to work.  

In summary of the first step of understanding the concept and importance of the 
NLAC, I believe that the accountability call is the foundational process of building 
an accountability culture within any organization. I’ve never experienced a more 
effective tool that accomplishes so much with such a small investment of time. 
This is not the kind of leadership tool that you use until you get things going. This 
tool is a permanent leadership activity that you begin, continue to grow and 
never stop. Actually, I believe you can set growth goals by the growth of the size 
and participation in your accountability groups. 

 

How to Facilitate the NLAC 

As the leader, you need to think of yourself as the facilitator of the group. Your 
objective in facilitating the call is to help each participant develop and grow. The 
Next Level Accountability Call is about developing untapped potential. This call is 
not about training new skills, making announcements or checking up on people; 
it is about helping people grow to the next level of achievement. Remember, 
each person always grows at his or her own pace. You always work with people 
at their level, not where you think they should be or where you want them to be. 
Most people do not grow in big leaps but in small steps.  

Many leaders believe that the only way to build a winning organization is to only 
recruit winners. My experiences in leadership have convinced me that the best 
leaders are those leaders who learn how to get extraordinary performance from 
average people. Be patient in the facilitation of your group. My experience has 
demonstrated that recognizable growth may take as much as six months. In 
understanding how to facilitate the call, you need to know that there are three 
distinct parts. It’s important that you keep the call consistent and not add other 
things which will interfere with your results.  

Part One of the NLAC 

The first part of the call is the introduction. In the introduction you always begin 
by welcoming everyone to the call and reminding the group of why they are 
participating. Everyone has chosen to become accountable to their personal 
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growth and goals. The choice of accountability is the first step to achievement. 
There is a complete chapter on the choice of accountability in the book, 
Achievement. You can simply read excerpts from that book if you like.  

Remind your people every week why they are doing this, or they will forget, and 
the call will lose its significance and impact. The spaced repetitious 
communication of why is vital to the momentum of your group.  

Part Two of the NLAC  

The second part of the NLAC is about the numbers. You should have from two to 
five key performance indicators, or KPI’s, upon which each participant will 
report. Remember, do not add more than five; keep it simple and short. In 
addition, each participant will report three numbers for each KPI. The three 
numbers under each KPI are: (1) what you said you would do; (2) what you 
actually did; and (3) what you will do next week. It’s important that you ask your 
people to actually use the statements with the numbers. In other words, they 
must actually say, “What I said I would do is _____. What I actually did was 
_____. And what I will do next week is _____.” Make sure you record the 
numbers as they report.  

Part Three of the NLAC   

The third part of the call is the close. After a short closing comment about 
achievement or praise for their performance, ask every person to answer two 
questions in the privacy of their own minds after they hang up from the call:     
(1) “Did I do what I said I was going to do?” and (2) “Am I growing?” If a person 
can answer yes to both these questions consistently, they are well on their way 
to next level growth. The call is intentionally short. Resist the temptation to do 
other things on the call. Don’t add, subtract or divide. Keep it simple and 
consistent.  

Each week you are looking to help people learn how to do what they say they’re 
going to do. The difference between what a person says and what he or she 
actually does is called the “performance gap.” 

 As the coach, you want to influence each participant to always narrow their 
performance gap. The lesser the gap, the greater the achievement will be. 
Helping people narrow the performance gap also builds confidence. Confidence 
is developed from the experience of successful attempts. By helping people 
experience doing what they say they are going to do builds more confidence, 
which leads to higher performance.  
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Another key coaching point to look for is consistent growth. You must encourage 
people to push forward, no matter how small the growth. Never allow a person 
to stay where they are for any extended time frame. Every participant should 
grow on a monthly basis. Don’t worry about the amount of growth. Remember 
most people grow in small increments.  

 

How to Use the NLAC as a Coaching Tool  

As the leader, you need to learn and follow a few rules. The following five rules 
define the basics of maximizing the call as a coaching tool: 

1. Praise good behavior but never individually criticize or coach a person in 
front of the group. All coaching should be done one-on-one in a separate call. 
It is very important to understand that the call without the coaching element 
will not work. You must be the coach. Imagine an athletic team practicing 
every day but the coach never saying a word. Will the team improve?  Of 
course not. You must provide the coaching element as follow up to the call. 

2. Be positive and never make the group or any individual feel bad about their 
performance.  

3. Handle the call with excellence. Treat this call as one of the most important 
calls of the week. Your group will respond with a reflection of your belief in 
their growth. Be early on the call and be positive.  

4. Manage the integrity of the call. Participants must be consistent with being 
on time, attendance, remembering without a reminder, lessening their 
performance gap consistently and always growing. As the leader, insist on 
these standards. If a person chooses not to comply with the standards of the 
group, privately invite the person off the call and work with them in another 
setting.  

5. You are always planning and working to grow participation in the 
accountability call. You grow by adding new participants and by breaking out 
new leaders to grow and develop new teams. As the participation in the 
accountability groups grow, so does the performance of your organization.  

 

How to Use the NLAC to Build an Accountability Culture 

Finally, we need to discuss the fourth step in facilitating the NLAC -- how to use 
the call to build an accountability culture within your organization. Mastering the 
concept of the NLAC is the most important step in building an accountability 
culture within your organization. The term culture is simply defined as the 
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sharing of group knowledge. Understand that your organization will share 
knowledge naturally without your input.  

The problem with allowing your organization to develop its own natural culture 
is that it will be inconsistent, confused, unproductive and even dysfunctional. 
When knowledge within your organization is not consistently directed toward 
achievement and growth, the organization tends to develop confusion and 
inconsistency. Positive, productive, goal-directed culture is developed by 
leadership; it will never happen naturally. The NLAC provides the leader with a 
consistent weekly coaching platform in which he or she is developing the most 
important winning behavior of accountability.  

Think of it this way -- how would you like to have an organization filled with 
people who know the value of always doing what they say they’re going to do 
and who maintain an ongoing level of consistent growth? In addition, new 
members of your organization automatically learn this productive culture 
because it is the established standard of excellence within the organization. That 
should be the long term product of the NLAC.  

Now, I know that may sound idealistic, but it is absolutely possible. I have seen it 
and experienced it. By simply mastering a 15 minute weekly call and learning 
how to follow up with good coaching based on sound principles, you can build a 
culture or organizational accountability, which is duplicable, productive, positive 
and fun.  

I wish you God-speed in your leadership journey and much success! 

 

David Byrd  
David Byrd Consulting, LLC 
www.DavidByrdConsulting.com 

 


