Summary of The 5 Dysfunctions of a Team, by Patrick Lencioni [presented by Nate Adams, North Central States Rally 1/14/09]
“As much information as is contained here, the reality remains that teamwork ultimately comes down to practicing a small set of principles over a long period of time.”  P. 220

	DYSFUNCTION

1. Absence of trust

Members of teams with an absence of trust…
• Conceal their weaknesses and mistakes from one another

• Hesitate to ask for help or provide constructive feedback

• Jump to conclusions about the intentions and aptitudes of others

• Hold grudges

• Dread meetings and find reasons to avoid spending time together

p. 197
	SYMPTOM

Invulnerability
	EFFECTIVE TEAMS…

Trust one another

“In the context of building a team, trust is the confidence among team members that their peers’ intentions are good, and that there is no reason to be protective or careful around the group.  In essence, teammates must get comfortable being vulnerable with one another.  This description stands in contrast to a more standard definition of trust, one that centers around the ability to predict a person’s behavior based on past experience.”  p. 195

Members of trusting teams…
• Accept questions and input about their areas of responsibility

• Take risks in offering feedback and assistance

• Focus time and energy on important issues, not politics

• Offer and accept apologies without hesitation

• Look forward to meetings and other opportunities to work as a group

p. 197
	INSIGHTFUL QUOTES

“…don’t ever slam one of your teammates when that person isn’t in the room.”  p. 121

“Why do you get so defensive when someone makes a comment about [your area of work]?” p. 142 

“Trust is not the same as assuming everyone is on the same page as you, and that they don’t need to be pushed.  Trust is knowing when a team member does push you, they’re doing it because they care about the team.”  p. 148-149

“…it is only when team members are truly comfortable being exposed to one another that they begin to act without concern for protecting themselves.  As a result, they can focus their energy and attention completely on the job at hand, rather than being strategically disingenuous or political with one another.  Achieving vulnerability-based trust is difficult because in the course of career advancement and education, most successful people learn to be competitive with their peers, and protective of their reputations.  It is a challenge for them to turn those instincts off for the good of the team, but that is exactly what is required.  The costs of failing to do this are great.  Teams that lack trust waste inordinate amounts of time and energy managing their behaviors and interactions with the group.  They tend to dread team meetings, and are reluctant to take risks in asking for or offering assistance to others.  As a result, morale on distrusting teams is usually quite low, and unwanted turnover is high.” p. 196
	NOTES


	DYSFUNCTION
2. Fear of conflict

Teams that fear conflict…
• Create environments where back-channel politics and personal attacks thrive

• Ignore controversial topics

• Waste time and energy with posturing and interpersonal risk management

p. 204
	SYMPTOM

Artificial harmony
	EFFECTIVE TEAMS…
Engage in unfiltered conflict around ideas

“Teams that engage in productive conflict know that the only purpose is to produce the best possible solution in the shortest period of time.  They discuss and resolve issues more quickly and completely than others, and they emerge from heated debates with no residual feelings or collateral damage, but with an eagerness and readiness to take on the next important issue…When team members do not openly debate and disagree about important ideas, they often turn to back-channel personal attacks, which are far nastier and more harmful than any heated arguments over issues…Those that avoid conflict actually doom themselves to revisiting issues again and again without resolution.”  p. 203

Teams that engage in conflict…
• Have lively, interesting meetings

• Solve real problems quickly

• Minimize politics

• Put crucial topics on the table for discussion

p. 204


	INSIGHTFUL QUOTES
“So you don’t agree on most things, and yet you don’t seem willing to admit that you have concerns.” p. 47

“You have tension.  But there is almost no constructive conflict.  Passive, sarcastic comments are not the kind of conflict I’m talking about.” p. 92

“I still feel like we’re not always talking about the big issues.”  p. 140

“…the single most important arena or setting for conflict is… meetings.” p. 101

“I don’t think anyone ever gets completely used to conflict.  If it’s not a little uncomfortable, then it’s not real.  The key is to keep doing it anyway.”  p. 175

“’It still feels like we’re fighting.’  ‘You  are fighting.  But about issues.  That’s your job.  Otherwise you leave it to your people to try to solve problems that they can’t solve.  They want you to hash this stuff out so they can get clear direction from us.’”  p. 170

“…from now on every staff meeting will be loaded with conflict.  And they won’t be boring.  And if there is nothing worth debating, then we won’t have a meeting.”  p. 103
	NOTES


	DYSFUNCTION
3. Lack of commitment

A team that fails to commit…
• Creates ambiguity among the team about direction and priorities

• Watches windows of opportunity close due to excessive analysis and unnecessary delay

• Breeds lack of confidence and fear of failure

• Revisits discussions and decisions again and again
	SYMPTOM
Ambiguity
	EFFECTIVE TEAMS…
Commit to decisions and plans of action

 “In the context of a team, commitment is a function of two things: clarity and buy-in.  Great teams make clear and timely decisions and move forward with complete buy-in from every member of the team, even those who voted against the decision…The two greatest causes of the lack of commitment are the desire for consensus and the need for certainty.”  P. 207

“When an executive team fails to achieve buy-in from all team members, even if the disparities that exist seem relatively small, employees who report to those executives will inevitably clash when the try to interpret marching orders that are not clearly aligned with those of colleagues in other departments.  Like a vortex, small gaps between executives high up in an organization become major discrepancies by the time they reach employees below.”  p. 209 

A team that commits…
• Creates clarity around direction and priorities

• Aligns the entire team around common objectives

• Develops an ability to learn from mistakes

• Takes advantage of opportunities before competitors do

• Moves forward without hesitation

• Changes direction without hesitation or guilt


	INSIGHTFUL QUOTES
“When people don’t unload their opinions and feel like they’ve been listened to, they won’t really get on board.”  p. 94

“The politics around here are astounding, and they’re a result of everyone being far too ambiguous about what we’re all trying to accomplish, and that makes it easy to focus on individual success.” p. 85  

“Politics is when people choose their words and actions based on how they want others to react rather than based on what they really think.”  p. 88

“…consensus becomes an attempt to please everyone.  Which usually turns into displeasing everyone equally…some teams get paralyzed by their need for complete agreement, and their inability to move beyond debate.”  p. 95

“Disagree and commit…” p. 95 

“People need to weigh in before they can really buy in.”  p. 96 

“…a genuine sense of collective purpose.”  p. 170
	NOTES

	DYSFUNCTION
4. Avoidance of accountability

A team that avoids accountability…
• Crates resentment among team members who have different standards of performance

• Encourages mediocrity

• Misses deadlines and key deliverables

• Places an undue burden on the team leader as the sole source of discipline

p. 214
	SYMPTOM
Low standards
	EFFECTIVE TEAMS…
Hold one another accountable for delivering against those plans

“In the context of teamwork, however, it [accountability] refers specifically to the willingness of team members to call their peers on performance or behaviors that might hurt the team…As politically incorrect as it sounds, the most effective and efficient means of maintaining high standards of performance on a team is peer pressure.”  P. 212-213 

A team that holds one another accountable…
• Ensures that poor performers feel pressure to improve

• Identifies potential problems quickly by questioning one another’s approaches without hesitation

• Establishes respect among team members who are held to the same high standards

p. 214
	INSIGHTFUL QUOTES
“How often did you all talk about moving resources from one department to another in the middle of the quarter in order to make sure that you could achieve a goal that was in jeopardy?” p. 82

“How disciplined were you during meetings about reviewing goals in detail and drilling down on why they were or weren’t being met?” p. 82

“No buy-in.  People aren’t going to hold each other accountable if they haven’t clearly bought in to the same plan.  Otherwise it seems pointless because they’re just going to say, ‘I never agreed to that anyway.’” p. 99 

“Don’t you think he should have come to you about fixing this problem before today? Not one of you challenged him when he said he hadn’t even started the competitor analysis.” p. 147 

“Some people are hard to hold accountable because they are so helpful.  Others because they get defensive.  Others because they are intimidating.”  p. 148 

“…that moment when you know you have to call one of your peers on something that matters.” p. 98

“I’m not sure that we’re going to be willing to get in each other’s faces when someone doesn’t deliver, or if someone starts acting against the good of the team.”  p. 175
	NOTES


	DYSFUNCTION
5. Inattention to results

A team that is not focused on results…
• Stagnates/fails to grow

• Rarely defeats competitors

• Loses achievement-oriented employees

• Encourages team members to focus on their own careers and individual goals

• Is easily distracted

p. 218
	SYMPTOM
Status and ego
	EFFECTIVE TEAMS…
Focus on achievement of collective results

“The ultimate dysfunction of a team is the tendency of members to care about something other than the collective goals of the group…What would a team be focused on other than results? Team status and individual status are the prime candidates…Many teams are simply not results focused.  They do not live and breathe in order to achieve meaningful objectives, but rather merely to exist or survive.  Unfortunately for these groups, no amount of trust, conflict, commitment, or accountability can compensate for a lack of desire to win.” p. 216-218

A team that focuses on collective results…
• Retains achievement-oriented employees

• Minimized individualistic behavior

• Enjoys success and suffers failure acutely

• Avoids distractions

p. 218
	INSIGHTFUL QUOTES
“…the ultimate dysfunction: the tendency of team members to seek out individual recognition and attention at the expense of results.” p. 71  “The key is to make the collective ego greater than the individual ones.” p. 72

“You have to decide what is more important: helping the team win or advancing your career.” p. 124

“What I’m asking you is whether you think this team is as important to you as the teams you lead, your departments…When a company has a collection of good managers who don’t act like a team, it can create a dilemma for them, and for the company.  You see, it leads to confusion about who their first team is…Your first team has to be this one.” p. 135-137

“During the next two weeks I am going to be pretty intolerant of behavior that demonstrates an absence of trust, or a focus on individual ego.  I will be encouraging conflict, driving for clear commitments, and expecting all of you to hold each other accountable.  I will be calling out bad behavior when I see it, and I’d like to see you doing the same.  We don’t have time to waste.”  p. 113
	NOTES
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