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You are encouraging conflict on teams?

Yes, the fact is that great teams argue. Not in a mean-spirited or
personal way. But they disagree, and passionately, when important
decisions are made. They argue about concepts and ideas and avoid
personality-focused mean-spirited attacks. Of course, so many of
us have been raised to avoid conflict and disagreement that we try
to compromise and reach artificial consensus, and that only leads
to mediocrity.

But can’t conflict break apart a team?

Only if there is too little trust. And that's why I say that
lack of trust is the most important of the dysfunctions to
overcome and why it must be addressed first. When team
members trust each other and know that everyone is capable
of admitting when they're wrong, then conflict becomes
nothing more than the pursuit of truth or the best possible
answer. Without trust, conflict becomes politics.

Engaging in conflict is necessary to achieving commitment on a
team, which brings us to the next dysfunction: lack of commit-
ment. When team members openly and passionately share their
opinions about a decision, they don’t wonder whether anyone is
holding back. Then, when the leader has to step in and make a deci-
sion because there is no easy consensus, team members will accept
that decision because they
know that their ideas were
heard and considered.

What happens if
members disagree
with a leader’s
ultimate decision?

That’s the amazing thing.
Even if they still disagree,
there is a very high likelihood
that they'll do everything they
can to support it. After all,
most of us are fully capable of
embracing something that we
didn't choose, but only if we think the people who made the decision
listened and considered our input. Leaders have to realize that employees
have a great capacity for rallying around a decision and that they
don't have to get their way. They just need to have their way heard
and considered.

Assuming the team is able fo commit to a
decision, how does a leader ensure follow-
through?

Teams need to overcome the fourth dysfunction: avoidance of
accountability. The best kind of accountability on a team is peer-
to-peer. Peer pressure is more efficient and effective than going
to the leader, anonymously complaining and having them stop
what they're doing to intervene. On great teams—the kind where
people trust each other, engage in open conflict and then commit
to decisions—team members have the courage and confidence to

confront one another when they see something
that isn't serving the team. The only way team
members will be able to do this is if the leader can

effectively demonstrate their willingness to hold people
accountable first.

What is the fifth cause of team dysfunction?

It is inattention to results. Team members have to be focused
on the collective good of the team. Too often, they focus their atten-
tion on their department, their budget, their career aspirations, their
egos. Great teams put the tangible results of the team ahead of their
individual needs. That might sound idealistic, but it is something
that truly great teams do. Team members won't subjugate their own
needs if they aren't held accountable. And they probably won't be
held accountable if they haven't actively committed to the intended
results. And they can’t commit to those results if they haven't debated
and weighed in on the decision. And they won't debate and weigh in
if they don't have confidence that everyone on the team is vulnerable
enough to be trustworthy.

How long does it take to build an effective team?

It depends. If a team works together over a relatively short period
of time, they can achieve this kind of team dynamic in a matter of
weeks. But that means they talk about being a team, both in terms
of interpersonal dynamics and specific goals and results. The fact is,
some teams can work together for years and still be dysfunctional,
and others can come together over the course of a month and become
remarkably cohesive.

Let me just add one important point. Building a team is a process
that never ends. Like a marriage, it requiresa
constant investment of time and energy. For
those entrepreneurs willing to make team-
work a priority, they will enjoy a powerful
competitive advantage that is essential for
maneuvering in today’s marketplace.

Patrick Lencioni is the founder and president
of The Table Group, a leadership and organiza-
tional consultant and speaker, and best-selling
author of eight books, including his latest, The

Three Big Questions for a Frantic Family.
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