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INTRODUCTION:
UNDERSTANDING THE
FOUNDATION OF TEAMWORK

Every  leader  knows  that  a  high-
performing  team  is  the  holy  grail  of
organizational success. Yet many teams
struggle  to  move  from  a  group  of
talented individuals  to  a  cohesive  unit
that  achieves  exceptional  results.

Decades  of  research  and  practical
experience,  most  notably  captured  by
Patrick  Lencioni  in  his  groundbreaking
book, reveal a common pattern: teams
fail not because of a lack of intelligence
or  resources,  but  because  of  five
interrelated  behavioral  dysfunctions.
This  article  provides  a  comprehensive
Overcoming  The  Five  Dysfunctions
Of A Team Summary, explaining each
dysfunction  in  plain  language  and
offering  actionable  strategies  to  build  a
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stronger,  more  effective  team.  Whether
you  are  a  new  manager,  a  seasoned
executive, or a team member seeking to
improve collaboration, this summary will
help you diagnose and address the root
causes of team dysfunction.
The Lencioni model is elegantly simple:
the five dysfunctions form a pyramid. At
the  base  is  absence of  trust,  which
leads  to  fear  of  conflict.  That  fear
prevents lack of commitment, which in
t u r n  c a u s e s  a v o i d a n c e  o f
accountability. Finally, the pinnacle is
inattention  to  results.  Each  layer
depends on the one below it. Therefore,
any  genuine  effort  at  Overcoming The
Five  Dysfunctions  Of  A  Team
Summary must start at the foundation.
Let us walk through each dysfunction in
detail  and  explore  how  to  overcome

them.

THE FIVE DYSFUNCTIONS: A
QUICK OVERVIEW

Before  diving  into  solutions,  it  is
essential to recognize the signs of each
dysfunction  in  your  own  team.  The  five
dysfunctions  are  not  theoretical;  they
show  up  in  daily  meetings,  project
delays,  and  low  morale.

Absence of Trust
Trust  is  the  bedrock  of  teamwork.  In
teams  with  an  absence  of  trust ,
members are reluctant to be vulnerable
w i t h  o n e  a n o t h e r .  T h e y  h i d e
weaknesses, mistakes, and concerns for
fear  of  being  judged  or  used  against
them.  This  creates  a  surface-level
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culture where people protect themselves
rather  than  collaborate.  Common
symptoms  include  gossip,  passive-
aggressive behavior,  and reluctance to
ask for help. When trust is missing, team
members  spend  energy  on  sel f -
preservation instead of productive work.

Fear of Conflict
When  trust  is  low,  conflict  becomes
dangerous.  Teams  that  fear  conflict
substitute  artificial  harmony  for
passionate  debate.  They  avoid  difficult
conversations, tiptoe around issues, and
let small disagreements fester. This does
not  mean  that  every  team  should  fight
constantly;  rather,  healthy  conflict  is
about  productive,  unfiltered  debate
around  ideas.  Without  it,  teams  make

mediocre  decisions  because  no  one
challenges  assumptions.  The  result  is
that  the  best  ideas  often  remain
unheard.

Lack of
Commitment
Without  healthy  conflict,  teams  rarely
achieve genuine buy-in.  Members  may
nod  in  meetings  but  leave  feeling
uncertain or disagreeing privately. Lack
of commitment shows up as ambiguity
about  direction,  missed deadlines,  and
second-guessing decisions. When a team
does  not  commit  wholeheartedly  to  a
plan,  they  cannot  move  forward  with
clarity and speed. Instead, they rehash
decisions and waste time.
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Avoidance of
Accountability
If team members have not committed to
a  clear  plan,  they  will  not  hold  each
other  accountable.  Avoidance  of
accountability  means  people  let  their
peers off the hook for poor performance
or missed standards. Why? Because it is
uncomfortable  to  confront  a  colleague
when  there  is  no  shared  agreement
about expectations. In these teams, the
leader often carries the entire burden of
accountability,  which  is  unsustainable
and creates resentment.

Inattention to
Results
At the top of the pyramid lies the most
destructive  dysfunction:  inattention  to
results.  When team members prioritize
thei r  ind iv idual  s tatus,  ego,  or
departmental  goals  over  the  collective
outcome, the team fails. This dysfunction
often manifests as a focus on personal
recognition,  career  advancement,  or
protecting  one’s  own  team  at  the
expense  of  the  organization.  Unless
everyone truly cares about the group’s
success,  the team will  never  reach its
potential.
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WHY TEAMS FAIL AND HOW TO
OVERCOME EACH DYSFUNCTION

Now  that  we  have  identified  the
dysfunctions,  the key question is:  how
do  we  fix  them?  An  effective
Overcoming  The  Five  Dysfunctions
Of  A  Team  Summary  must  provide
practical,  step-by-step  methods.  The
following  sections  offer  concrete
techniques for  turning dysfunction into
strength.

Building Trust
Through

Vulnerability
The  only  cure  for  absence  of  trust  is
vulnerability.  Leaders  must  model  this
by  admitting  their  own  mistakes,
weaknesses,  and  uncertainties.  Teams
can engage in simple exercises such as
personal  histories  (sharing  non-work
backgrounds),  personality  assessments
like the Myers-Briggs Type Indicator or
DISC,  and  regular  feedback  sessions
where members acknowledge areas for
growth. The goal is to create a culture
where it is safe to be imperfect. When
team members see that vulnerability is
rewarded  rather  than  punished,  trust
begins to grow. Another effective tool  is
the “feedback circle” where individuals
share one thing they appreciate and one
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thing  that  would  help  the  team.  Over
t ime,  these  smal l  acts  bui ld  the
psychological safety necessary for high
performance.

Embracing
Healthy Conflict
Once trust is established, the team must
learn  to  engage  in  productive  conflict.
This does not mean personal attacks or
shouting  matches.  Healthy  conflict  is  a
passionate debate about ideas, with the
understanding  that  the  team  will
disagree  and  still  respect  each  other.
Leaders  can  facilitate  this  by  setting
ground rules: focus on the issue, not the
person;  challenge  assumptions  directly
but  kindly;  and  ensure  every  voice  is

heard.  Techniques  like  “mining  for
conflict”  where  a  leader  explicitly  asks
for disagreements during meetings can
draw out hidden concerns. Teams should
also  agree  that  conflict  is  a  sign  of
respect,  not  disrespect.  When  people
feel  safe  to  argue,  they  commit  more
fully  to  decisions  because  their  views
have been considered.

Achieving Clarity
and Commitment
Commi tment  does  no t  requ i re
consensus; it requires clarity and buy-in.
Even  i f  a  t eam  does  no t  ag ree
unanimously,  members must leave the
meeting knowing exactly what has been
decided  and  why.  To  achieve  this,
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leaders must be explicit about decision-
making processes.  Use techniques  like
“disagree and commit” — after hearing
all  perspectives,  the  team  agrees  to
support  the  final  decision,  even  if  some
still have reservations. Deadlines, action
items, and clear ownership are essential.
Another  powerful  approach  is  to
regularly  review  decisions  and  check
alignment. A simple question like “Do we
all know what we are doing and why?”
can  prevent  ambiguity.  Teams  that
commit strongly move faster and adapt
more easily.

Creating a

Culture of
Accountability
Accountability is a shared responsibility,
not a leader’s task. Teams can foster it
by publicly setting clear standards and
goals. Use dashboards, team charters, or
regular  progress  reviews  where
everyone  can  see  each  other ’s
c o m m i t m e n t s .  P e e r - t o - p e e r
accountabi l i ty  works  best  when
relationships are strong and trust is high.
Encourage team members to gently call
out missed deadlines or poor quality in a
constructive way. A helpful tactic is the
“team  meeting  check-in”  where  each
person  briefly  shares  what  they
committed to last week and what they
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achieved. This makes failure visible and
normalizes  correction.  Over  time,  the
team develops a culture where holding
each  other  accountable  is  seen  as
caring,  not  criticism.

Focusing on
Collective
Results
The ultimate dysfunction — focusing on
individual  results  rather  than  team
results — requires a shift in incentives
and  mindset.  The  team  must  have  a
clear,  shared  goal  that  is  measurable
and meaningful. This could be a revenue
target, a customer satisfaction score, or

a project completion milestone. Rewards
and recognition should be tied to team
performance,  not  just  individual
achievements.  For  example,  bonuses
can be based on company-wide metrics,
o r  pub l i c  p ra i se  can  h igh l i gh t
collaborative  wins.  Leaders  should
consistently ask: “Did we win as a team
today?”  and  refuse  to  accept  purely
individual  successes.  When  everyone
cares deeply about the team’s collective
outcome, the other dysfunctions become
much easier to overcome.

PRACTICAL STEPS FOR
IMPLEMENTING THE TEAM MODEL

The theory is valuable, but execution is
everything.  To make this  Overcoming
The  Five  Dysfunctions  Of  A  Team
Summary actionable, consider using the
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following  practical  steps  in  your  own
organization.

Assessment
Tools
Start by diagnosing your team. Lencioni
offers  a  simple  questionnaire  (the  Team
Effectiveness  Assessment)  that
measures each dysfunction on a scale.
There  are  also  many  online  tools  and
360-degree  feedback  surveys  that  can
give you a baseline. Honest assessment
requires anonymity and a commitment
to  improvement,  not  blame.  Once you
know which dysfunction is most acute,
you can prioritize your efforts.

Distribute a team health survey to

all members.
Hold a facilitated session to
discuss results openly.
Identify the weakest layer of the
pyramid as the starting point.
Set specific, measurable goals for
improvement over 90 days.

Leadership’s
Role
The team leader  sets  the  tone.  If  the
leader is unwilling to be vulnerable, no
one else will  be.  Leaders must be the
first  to  admit  mistakes,  encourage
d e b a t e ,  a n d  h o l d  t h e m s e l v e s
accountable. They should also be vigilant
about  preventing  blame  culture.
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Regularly,  the  leader  should  ask:  “Are
we avoiding  conflict?  Are  we  committed
to our decisions? Are we holding each
other  accountable?”  By  modeling  the
behavior, leaders give permission for the
team  to  follow.  Additionally,  leaders
must  be willing to remove or  confront
individuals  who consistently  undermine
the team’s cohesion. This can be tough,
but it sends a powerful message that the
team’s health is non-negotiable.

Ongoing
Reinforcement
Overcoming dysfunctions is  not a one-
time workshop. It is an ongoing practice.
Schedule  regular  “team  health  check-
ins” — perhaps every quarter — where

you  revisit  the  five  dysfunctions  and
discuss  progress.  Celebrate  wins,  such
as  a  particularly  honest  debate  or  a
successful peer accountability moment.
Use  team-building  activities  that  are
directly  tied  to  the  dysfunctions:  trust
falls  are  less  effective  than  exercises
that  require  vulnerability  and  debate.
Also,  integrate  the  language  of  the  five
dysfunctions into everyday conversation.
When  someone  avoids  conflict,  gently
say, “Let’s have a healthy conflict about
this. What are the different views?” Over
time, the framework becomes part of the
team’s DNA.

Hold a dedicated half-day1.
workshop every six months
focused on one dysfunction.
Create a team charter that2.
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includes explicit norms for trust,
conflict, commitment,
accountability, and results.
Use a visual reminder (poster or3.
digital dashboard) of the pyramid
in your meeting room.
Pair team members as4.
accountability buddies to support
each other between meetings.

REAL-WORLD EXAMPLES OF
OVERCOMING DYSFUNCTIONS

To see the theory in action, consider the
case of  a  technology startup that  was
struggling  with  product  launches.  The
engineering  team  consistently  missed
deadlines,  and  the  marketing  team
blamed  them  for  poor  timing.  After
conducting the assessment,  the leader
discovered  a  deep  absence  of  trust.

Engineers were afraid to admit they had
underestimated  tasks,  and  marketers
avoided  conflict  by  not  challenging
unrealistic timelines. The CEO started by
sharing his own past failures in a team
meeting. Gradually, engineers began to
speak  up  about  their  challenges.  The
team engaged in  constructive  debates
about project scoping and committed to
a  new  process.  Within  three  months,
they had celebrated a successful on-time
launch. This transformation started with
vulnerability and the application of the
Overcoming  The  Five  Dysfunctions
Of A Team Summary principles.
Another  example  comes  f rom  a
healthcare  organization  where  different
departments  worked  in  silos.  They
suffered  from  inattention  to  results
because each department prioritized its
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own budget over patient outcomes. The
leadership  team  restructured  their
incentives so that bonuses were tied to
hospital-wide patient satisfaction scores.
They  introduced  regular  cross-
departmental  huddles  where  they
reviewed collective metrics. Over a year,
the  team saw a  40% improvement  in

patient feedback. The key was shifting
focus  from  individual  results  to  the
team’s mission. These real-world cases
demonstrate that the model is not just
theory; it works when implemented with
commitment and patience.

CONCLUSION


