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● L E A D E R S H I P,   S H A R P E N E D 

the commitment standard. 

What belongs on your team’s shared list — and what makes it real. 

Before asking why someone missed a date, check whether the team created a valid commitment. Accountability can 
break early, when a team logs intentions as commitments. This is the filter that keeps the shared list honest. Run 
every candidate through both tests. 

 

test 1 — does it belong on the shared list? 

Put it on the list only when either is true: 

• Another person, function, or team cannot move until it is delivered. 

• It is materially tied to an enterprise priority, KPI, decision, or cross-functional dependency. 

Everything else is a task. Keep it off the list. 

 

test 2 — is it a valid commitment? 

A commitment is valid only with one owner and three things clear: 

• Result — what will be produced. 

• Done = — what the person waiting can now do, not what the owner completed. 

• Date — when it will be delivered or reviewed. 

Saying it in a meeting does not make it a commitment. Meeting the standard does. 

Passes test 1 but fails test 2? It is not ready for the list yet. 

 

the done rule 

“Done” describes what the person waiting can now do — not what the owner completed. 

Weak: “Improve the forecast inputs.” 

Strong: “Sales submits forecast inputs by the third business day, and finance no longer has to chase them.” 

 

Task — yours to manage inside your own system. 
Commitment — an outcome someone else is counting on, delivered by a date. 

use it in the room 

• The owner accepts the commitment before it is recorded. 

• If the date changes, the original date and the reason stay visible. 

• One person maintains the list, without writing commitments for anyone else. 

• If a commitment is unclear, the owner sharpens it. 

• A short list of real dependencies beats a long list of activity. 


