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The CLEAR Accountability Framework™ establishes a shared approach to leadership
accountability through five disciplines: Commit with Clarity, Lead with Psychological Safety,
Engage in Courageous Conversations, Act with Candor, and Repair and Reinforce. It is
designed to help leaders make expectations explicit, address concerns constructively, and
follow through when performance or trust breaks down.

For OSAIL, CLEAR connects the human responsibilities of leadership with the decisions
organizations make about Al As technology changes how work gets done, leaders remain
responsible for the standards they establish, the concerns they hear, and the actions they take.

Why accountability needs a shared approach

Accountability becomes unreliable when expectations are implied, difficult conversations are
delayed, messages are unclear, or harm goes unaddressed. CLEAR gives leaders and teams a
common language for recognizing these gaps and responding consistently. Its focus extends
from individual behavior to the organizational conditions that shape it.

C | Commit with Clarity
Accountability begins with clarity.

Leaders establish shared understanding of outcomes, responsibilities, decision authority,
behavioral expectations, standards, and commitments. They confirm what people understand
and have agreed to deliver, including timing, resources, and relevant constraints.

In practice: Define success before work begins. Distinguish requirements from preferences,
resolve competing priorities, and revisit expectations when circumstances change. Before
treating an unmet expectation as a performance failure, examine whether a clarity gap
contributed.

Ask: Is the expectation clear, understood, and equally knowable?

L | Lead with Psychological Safety

Create conditions where people can speak truthfully.

Leaders make it possible to raise concerns, question assumptions, acknowledge mistakes, and
offer a different perspective without retaliation or humiliation. They invite input and respond
in ways that demonstrate that speaking up is valued.

In practice: Listen without immediate defensiveness, seek perspectives beyond the most
influential voices, and explain how concerns will be addressed. Maintain clear performance
and conduct standards while making it safe to discuss obstacles to meeting them.
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Ask: Can people challenge a decision or report a mistake, including mine?

E | Engage in Courageous Conversations
Address important issues directly and early.

Leaders engage when a commitment is missed, behavior causes harm, or tension interferes
with the work. They name the issue, examine what happened, listen to the people involved,
and agree on a responsible next step.

In practice: Describe observable behavior and its impact, check assumptions, and clarify what
needs to change. Establish ownership and a follow-up date. Apply the same willingness to
address concerns with peers and senior leaders as with direct reports.

Ask: What conversation needs to happen, and what is the cost of delaying it?

A | Act with Candor

Communicate with honesty, respect, and precision.

Leaders communicate clearly enough for people to understand the issue, the decision, and the
expectation. Candor includes acknowledging uncertainty, explaining relevant reasoning, and
aligning words with actions.

In practice: Use specific language, distinguish facts from interpretations, and avoid coded
feedback or mixed messages. Courageous conversations concern whether leaders address the
issue; candor concerns how honestly and clearly they communicate when they do.

Ask: Have I said what matters clearly while preserving the other person’s dignity?

R | Repair and Reinforce
Take responsibility and make follow-through visible.

Leaders acknowledge their contribution to a breakdown, address its impact, and take
corrective action. They reinforce the standards and practices needed to prevent recurrence.
Trust is rebuilt through consistent behavior over time.

In practice: Listen to those affected, identify what needs repair, assign corrective actions, and
check whether those actions helped. Repair includes appropriate accountability and changes
to the conditions that allowed the breakdown.

Ask: What needs to be repaired, who owns the action, and how will we follow through?

Applying CLEAR across the organization

Use the five disciplines at three connected levels. Leaders examine their own decisions and
behavior. Teams establish shared expectations for commitments, feedback, and collaboration.
Organizations examine whether policies, incentives, decision rights, and performance
practices reinforce the standards leaders communicate.
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Fair application requires attention to power and access. Expectations should be available in
forms people can understand and use. Comparable situations should be considered
consistently, with relevant differences in authority, resources, support, and circumstances
taken into account. People should have meaningful opportunities to raise concerns and
understand decisions that affect them.

Applying CLEAR to Al leadership

Al can support analysis, drafting, and recommendations. Leadership responsibility remains
with the people who authorize its use and act on its outputs. CLEAR helps leaders make that
responsibility explicit in daily work.

Consider a team introducing an Al tool to draft performance feedback. Commit with Clarity
establishes the permitted use, the human reviewer, and the quality standard. Lead with
Psychological Safety enables employees to question inaccurate or unfair content. Engage in
Courageous Conversations requires leaders to address those concerns promptly. Act with
Candor requires an honest explanation of AI's role and the basis for the feedback. Repair and
Reinforce requires correcting errors, addressing their impact, and improving the review
process.

Al drafts, humans decide.

A brief implementation check

Choose one current decision, commitment, or recurring accountability concern. Discuss these
five questions with the people responsible and affected.

C Have we agreed on the outcome, owner, standard, authority, and timing?

L Can people raise concerns safely, and how will leaders respond?

E What issue needs a direct conversation, and who will initiate it?

A What must be communicated honestly, respectfully, and precisely?

R What requires repair or reinforcement, and when will we review progress?

Record the agreed action, accountable owner, support needed, and review date. At the review,
examine what changed and what still needs attention. Use the questions to guide practical
discussion and follow-through.

The leadership standard

CLEAR makes accountability a continuing leadership practice: establish expectations, make
room for truth, address issues, communicate candidly, and take responsibility for repair. Its
value comes from applying those disciplines consistently across people, teams, and
organizational systems.

People-first. Purpose-driven. Al-informed. Judgment-led.
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