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In The Five Dysfunctions of a Team Patrick Lencioni onceagain offers a leadership fable that is as enthralling
andinstructive as his first two best-selling books, The FiveTemptations of a CEO and The Four Obsessions of
anExtraordinary Executive.

Patrick Lencioni is an American writer of books on business management, particularly in relation to team
management. He is best known as the author of The Five Dysfunctions of a Team. In addition, he is the
founder and president of the Table Group, a management consulting firm focused on organizational health. In
this book Patrick Lencioni reveals the basics of teamwork by using a leadership fable, a story of a technology
company that is struggling to grow and find customers. The new CEO on board, Catherine Petersen,
recognizes the potential of the organization and its people. However, the executives are not working together
as a team and therefore impact the entire organization in a negative way. The team struggles to accept
responsibilities and come to any agreements, resulting in negative morale. Throughout the fable the five
dysfunctions of their team become evident, i. The Five Dysfunctions of a Team The first step towards
reducing misunderstandings and confusion within a team is to understand that there are five dysfunctions, and
that each one that applies has to be addressed separately. The root cause of absence of trust lies with team
members being unable to show their weaknesses; to be vulnerable and open with one another. The absence of
trust is a huge waste of time and energy as team members invest their time and energy in defensive behaviors,
and are reluctant to ask for help from â€” or assist â€” each other. Teams can overcome this dysfunction by
sharing experiences, following through in multiple ways, demonstrating credibility, and developing strong
insight into the unique characteristics of team members. Teams that are lacking trust are incapable of having
unfiltered, passionate debate about things that matter, causing team members to avoid conflict, replacing it
with an artificial harmony. In a work setting where team members do not openly express their opinions,
inferior decisions are often the result. When working in teams you need to understand that conflict is
productive. People will buy into something when their opinions are included in the decision-making process
â€” for example through debate. Productive teams make joint and transparent decisions and are confident that
they have the support of each team member. This is not as much about seeking consensus but making sure
everyone is heard. Very often, the key to success is the measurement of progress: The primary role of the
leader in overcoming these dysfunctions is to lead by example and set the tone for the whole team. To
conclude, with Patrick Lencioni: Successful teamwork is not about mastering subtle, sophisticated theories,
but rather about combining common sense with uncommon levels of discipline and persistence. Ironically,
teams succeed because they are exceedingly human. By acknowledging the imperfections of their humanity,
members of functional teams overcome the natural tendencies that make teamwork so elusive. Kaleido
Kaleido is a thought and implementation leader, specialized in developing people and organizations. Kaleido
is also a content partner for Talentsquare.

Page 1

THE FIVE DYSFUNCTIONS OF A TEAM BY LENCIONI pdf
2: Lencioni Trust Pyramid, 5 dysfunctions of a team | ToolsHero
The Five Dysfunctions of a Team is a business book by consultant and speaker Patrick Lencioni first published in It
describes the many pitfalls that teams face as they seek to "grow together". This book explores the fundamental causes
of organizational politics and team failure.

After reading this article you will understand the basis of this powerful tool for team development, group
dynamics and teambuidling. What is the pyramid of Lencioni? The book is written in a narrative manner, so
that figures and situations from the book can easily be recognised in practice. The five most important pitfalls
of a team are clearly mapped out in the model, so that they can work towards a successful and effective team.
In order to develop the team with the aid of the Lencioni Trust Pyramid model, it is necessary that all team
members are able to and want to work on the team. The realisation that something needs to be changed is
important to get more potential from the team. Characteristic of a pyramid is that all underlying layers must be
supported sufficiently before they can be constructed. The bottom layer of the pyramid is the largest and
therefore also the most important. However, in order for a team to function effectively, it is important that all
levels and requirements are fulfilled. Lencioni states that his model can be interpreted both negatively and
positively. Trust versus invulnerability The foundation of the Lencioni Trust Pyramid, the foundation, consists
of trust. If this foundation fails, the team will fall apart. Getting to know team members is a good start. Giving
and receiving constructive feedback is essential in building trust. Trust also means that team members must be
able to be vulnerable. When mistakes are made, this must be admitted openly. Frustrations must also be
pronounced to keep the atmosphere in the team healthy. In practice, however, this is not always done, but
instead members complain about the workload or doubt about the performance of an employee in the canteen.
According to Lencioni, these matters should be pronounced so that no frustrations are suppressed and a
solution can be worked towards. Constructive conflicts versus artificial harmony Since each person is different
from the other, conflicts in teams regularly occur. Conflicts also arise in sustainable business relations. These
ensure a stronger bond, just like in another relationship, provided they are pronounced. However, serious
discussions are too often avoided, while they actually contribute to a well-functioning team. Teams that tackle
conflicts have vivid and active meetings, and look for solutions to the real problem. The trust from the
foundation of the pyramid certainly affects this. When a team member continues to speak up, there is no
frustration and the conflict does not lead a life of its own. Yet there is a taboo on conflicts. The fear of
confrontations ensures that many aspects that are not discussed, are not on the agenda. The fear of
confrontation is unjust, but stems from the misconception that confrontation is synonymous with an argument.
It is precisely these constructive conflicts that lead to progress. Involvement versus vagueness When team
members are involved, it creates clarity and support. The degree of involvement of team members can only be
high when the first two levels of the Lencioni Trust Pyramid are present in the team. Although there may be
solidarity within a team, this does not mean that everyone agrees on every aspect. A team in which unity
prevails takes choices without doubting, as arguments from both sides are already heard. When group
members are not involved with each other and the work, vagueness prevails. Often it will not be clear which
course the team is on and opinions will be shared less frequently. A common decision that is made is to
choose the safe middle way. However, it is much more valuable to find out which aspects have priority and
what the right direction is through reasoning or a good discussion. Responsibility versus low standard
Responsibility is the second to last level of Lencioni Trust Pyramid. Although this is a characteristic that is
often assigned to someone individually, the team does have a responsibility as a whole. In an individual sense
it comes down to taking responsibility for behaviour, attitude and results. It is important to take responsibility
also in small things. Ignoring responsibility results in differing views about the required quality of results. It
can also lead to worse; missed deadlines or forgetting of important agreements. At this level of the pyramid
the relationship with the second level is also present. As long as not everything is pronounced, frustration
remains. Results versus status and ego The final level of the Lencioni Trust Pyramid consists of results.
Lencioni indicates that a major frustration in a team is the tendency of the team members to focus more on
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other aspects than the objectives. Focus and determination are necessary to achieve a good result. A focused
team enjoys success and minimises individualistic behaviour. The leader of the team has an important role in
this. The leader sets the intended results and remains objective at all times. In a group where results do not
come first, it will be difficult to achieve the objectives. Instead, personal interest often takes precedence over
the collective. A person can seek credit for performance achieved by the whole group. Frustrations may also
arise. He draws the comparison with marriage: It is just like a good marriage. A marriage is not just positive
by itself. You have to constantly work for it. Conclusion Working in a team can bring many benefits.
However, there are also challenges that need to be addressed. Lencioni emphasises that a team is built on trust,
but that openness, involvement, responsibility and focus on results should never be lacking. Improving the
effectiveness of a team is not easy, but yields valuable results in the long term. Do you work in a team and do
you recognize the dynamics and the challenges that go with this? Can you turn the tide by applying the
Lencioni Trust Pyramid? Share your experience and knowledge in the comments box below. If you liked this
article, then please subscribe to our Free Newsletter for the latest posts on Management models and methods.
More information Baldoni, J. What great leaders do. How great leaders inspire everyone to take action. How
to cite this article: Retrieved [insert date] from ToolsHero: Your rating is more than welcome or share this
article via Social media!
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The Five Dysfunctions of a Team: A Leadership Fable by Patrick M. Lencioni examines five obstacles to effective
teamwork. Focused on the executive team, Mr. Lencioni illustrates the harmful effects diminished teamwork has on an
organization's effectiveness.

Here are some of the suggestions offered. The core of empathy and understanding is seeing each other as
humans. Too often, we work with people who we know very little about. This means even a little bit of insight
into a person can help break down large barriers. Revealing even small things about your personal life can
help make someone comfortable opening up about other things such as bigger vulnerabilities. This creates a
gradual process of building trust. Similarly, when we do something good, we assume it is due to our inherent
capabilities. When others do well, we attribute it to a situation or luck. The more team members learn about
each other, the more they are able to empathize with them. For example, a person may have gone through a
traumatic experience in another career or business, and this shapes how they now make decisions. A little bit
of understanding helps create the flexibility to have a more trusting team. It gives team members a forum for
providing each other with direct and actionable feedback on how their individual performance can improve the
performance of the team. Personality Profiles â€” Lencioni recommends utilizing the Myers Briggs test. There
are lots of tests out there that serve a similar purpose. The idea here is to provide a vocabulary for describing
differences and similarities that make it safe to give each other feedback instead of sounding like unfounded
generalizations. I personally recommend the DISC profile assessment. This helps you understand how people
think and approach things. For example, it lets you identify who is a big picture person and who is a detail
oriented person. To the contrary, it implies the courage to be yourself. Opportunities for vulnerability present
themselves to us at work every day. Examples she gives of vulnerability include calling an employee or
colleague whose child is not well, reaching out to someone who has just had a loss in their family, asking
someone for help, taking responsibility for something that went wrong at work, or sitting by the bedside of a
colleague or employee with a terminal illness. When angry or fearful, step back and be self-reflective. Strive
to put yourself in the shoes of your perceived adversary. Avoid impulsive statements and actions. Express
regret or apology. Gain strength by allowing yourself to be humble and vulnerable. You need to get everyone
on your team talking to one another in an honest, meaningful way, and you can use several strategies to
accomplish this. Many ideas I share are common sense. So here are 11 thoughts about trust. Feel free to share
these simple reminders with your leaders, colleagues and team. Fear of Conflict The desire to preserve
artificial harmony stifles the occurrence of productive ideological conflict. In short, it becomes impossible to
hash out an idea based on its merit. It is important to delineate between conflict over concepts and conflict that
is personal. Good conflict does not encompass politics, insults, or personal comments. Healthy conflict is the
happy medium between artificial harmony and mean-spirited personal attacks. Great teams do not hold back
with one another. They are unafraid to air their dirty laundry. They admit their mistakes, their weaknesses, and
their concerns without fear of reprisal Lencioni. Most people avoid this in order to try to keep some sense of
harmony. Instead, it results in tension where people are not able to openly speak up. This ends up creating
more politics and the formation of cliques. Feathers should get ruffled in the scope of the discussion , but it is
the only way to make the best decision to move forward. Lencioni gives the following characteristics to look
for: Teams that fear conflictâ€¦ Create environments where back-channel politics and personal attacks thrive
Ignore controversial topics that are critical to team success Fail to tap into all the opinions and perspectives of
team members Waste time and energy with posturing and interpersonal risk management Teams that engage in
conflictâ€¦ Have lively, interesting meetings Extract and exploit the ideas of all team members Solve real
problems quickly Put critical topics on the table for discussion How do you overcome fear of conflict? Simply
identifying what is positive conflict and acknowledging that it is productive can go a long way. It is also
important to look for buried disagreements and try to bring them to light. This forces the team to start working
through them. There is also a Depth-Frequency Conflict Model that gives feedback on how team members
assess conflict tendencies and identify areas for improvement. Human beings are social animals. And so our
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priorities may have been wrong all along. We must focus on creating safe spaces for people to express
themselves and take risks. If we do this well, teamwork will be a no-brainer by comparison. This is ironic,
because what they are really doing is sti- fling productive conflict and pushing important issues that need to be
resolved under the carpet where they will fester. Eventually, those unresolved issues transform into uglier and
more personal discord when executives grow frustrated at what they perceive to be repeated problems. What
CEOs and their teams must do is learn to identify artificial harmony when they see it, and incite productive
conflict in its place. This is a messy process, one that takes time to master. But there is no avoiding it, because
to do so makes it next to impossible for a team to make real commitment. It will come back to bite you, and
your organization. But all of the principals say there are no major disagreements, just debate and questions and
more debate. As Collins said, if you have a point, you have to be able to defend it. A-type conflict fosters
cynicism, distrust, and avoidance, thereby obstructing open communication and integration. Lack of
Commitment The lack of clarity or buy-in prevents team members from making decisions they will stick to.
Commitment builds on the first two dysfunctions. You need trust to produce productive conflict. Productive
conflict then enables people to commit with clarity and buy-in. Seeking consensus is a natural inclination but a
big mistake. Many times consensus is sought as a form of CYA or a cover for analysis paralysis. People want
to get everyone on record as agreeing so that blame can be diffused if something goes wrong. Great teams
know that consensus is impossible and works against productive conflict. Commitment having clarity and
buy-in simply means the removal of assumptions and ambiguities, and honest emotional support. They just
need to be heard, and to know that their input was considered and responded to Lencioni. This point is vital
because it is a primary cause of politics. This means leaders must go out and communicate the results to their
teams. It also ensures everyone is on the same page. When leaders are on the same page and all go out and
communicate the same message, it sends a powerful message to employees. Setting deadlines for decisions
and creating worst-case scenario contingencies also helps create commitment to decisions. The biggest
challenge for a leader in this situation is being okay with making a decision that may ultimately be wrong.
How Breakthrough Ideas Emerge from Small Discoveries â€” This book by Peter Sims is itself a deep dive
into the idea of testing ideas at a small scale before fully launching them. Understanding this process creates a
much lower barrier to getting commitment by substantially reducing the consequences of failure. The
alternative, however, is not to shy away from decisions, but rather to create an orchestrated process by which
the right people are engaged, including yourself. But the deeper reason, which is true for many managers, is
the perception that convening people outside of your own hierarchy is risky and difficult. As a result, many
managers unconsciously avoid taking this step. It stifles innovation, discourages candor, disdains dissenting
opinions, and mutes the truth. If what you seek is to neutralize your advantage by dumbing down the insights,
observations and contributions of your team, then by all means default to consensus thinking. Then, members
of their staffs communicate those same messages to their staffs, and so on until they have cascaded throughout
much or all of the organization. While the depth that is reached by cascading communication varies depending
on the size and structure of an organization, in most cases it manages to descend two or three levels below the
executive team. But what is important is that messages are being communicated consistently and quickly in a
personal way. Avoidance of Accountability The need to avoid interpersonal discomfort prevents team
members from holding one another accountable. Once there is a clear sense of what is expected, teammates
are enabled to hold one another accountable. They have to be able to call peers out on performance or
behaviors that may harm the team. The irony of holding back on this out of fear of discomfort is that eroding
performance actually creates more resentment between people. Holding people accountable for results only is
not enough, behaviors must be included â€” they often precede results issues. Once we achieve clarity and
buy-in, it is then that we have to hold each other accountable for what we sign up to do, for high standards of
performance and behavior. The enemy of accountability is ambiguity. Publishing clear goals and standards is
vital to set expectations. Setting team goals and team rewards helps here as well. People are less likely to
watch someone fail if the entire team has a stake. PDF Team Effectiveness Exercise â€” Gives team members
a forum to provide one another with focused, direct, and actionable feedback about how their individual
behavior can improve the performance of the team. This is recommended for teams that have already built
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some trust and have been together for at least a couple of months so they have observation-based opinions of
one another.
4: Book Summary: The Five Dysfunctions of a Team |
The best way to learn something is through a story. That's why, upon realizing this, business writers started sharing their
experiences with a new genre, the business fable. And one of the most famous among them is, certainly, Patrick
Lencioni's The Five Dysfunctions of a Team PDF Summary.

5: The Five Dysfunctions of a Team - Wikipedia
The FIVE Dysfunctions of a Team by Patrick Lencioni Members of dysfunctional teams Dysfunctions and ways to
Overcome each one Members of trusting teams.
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