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For small businesses, operational chaos isn't typically caused by a lack of effort; it's caused
by a lack of clarity. If team members aren't sure who owns a responsibility, the ball gets
dropped every time.

The solution is the Accountability Chart (Organizational Chart), the most powerful tool for
simplifying your business. The goal is to ensure the right person (with the necessary skills)
is sitting in the right seat (the job that demands those skills).

By building and actively using this chart, you move your business from running in your
head to running by a transparent, efficient system.

How to Build Your Simple Accountability Chart

The process is straightforward. Remember, the number of seats does not need to equal
your current number of employees; one person can occupy multiple seats.

1. List All Tasks: Write down every single task and function required to run your
business day-to-day. These become the responsibilities for each "seat".

2. Group and Bucket: Group similar items, then separate the entire list into three
major functional buckets: Sales & Marketing, Operations, and Finance & Admin.

3. Define the Seats: Create your list of "seats on the bus" by grouping 3-5 core
responsibilities into each one.

4. Organize and Assign: Organize the seats by function and hierarchy. Then, assign
one employee's name to each seat. Only one name can occupy a single seat for
clear ownership.

Using the Chart to Find Your Operational Leaks
Once the chart is built, use it as an active, living operational diagnostic tool:

1. Promote Transparency: Share the chart with your team, ensuring there is zero
confusion around who owns what. Use it as the first point of reference when

communication breaks down.
2. Find Your Leaks: You can immediately spot operational issues that lead to

frustration and burnout:
o Do any single roles have more than five core responsibilities attached to

them?
o Were any critical functions left blank (unassigned)? These are the root causes

of "balls getting dropped".



Key Questions to Ask

Who owns this? If there is confusion over a task, point to the chart.

e Are we over-relying on one person? Are a handful of employees listed in multiple
seats? This indicates a risk for burnout or bottlenecking.

e When should we hire next? The empty seats on your chart define your future
hiring decisions precisely.

Staying Current with Trends

e Continuous Review: Your business is constantly changing. Revisit and review your
chart every 90 days or so, especially if you are growing quickly.

e Hiring Clarity: The chart ensures you're hiring for a seat with specific, necessary
responsibilities, not just hiring a person.

By keeping this document up-to-date, you keep your team running at the same, efficient
pace.



