
the 5 dysfunctions of a team
assessment

The 5 Dysfunctions of a Team Assessment:
Unlocking Collective Potential

The 5 dysfunctions of a team assessment serves as a powerful diagnostic tool for
organizations aiming to improve collaboration, productivity, and overall effectiveness.
Understanding the root causes of team conflict and underperformance is the first step
toward building a high-functioning unit. This comprehensive guide delves into each of the
five dysfunctions, exploring how an assessment can pinpoint weaknesses and provide
actionable strategies for improvement. We'll cover the absence of trust, the fear of conflict,
a lack of commitment, the avoidance of accountability, and inattention to results, offering
insights into how to overcome these common team pitfalls. By identifying and addressing
these behavioral patterns, leaders can foster an environment where teams thrive, achieve
their goals, and contribute significantly to organizational success.
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Understanding the 5 Dysfunctions of a Team
Model

Patrick Lencioni's seminal work introduced a compelling framework that categorizes the
primary reasons why teams fail to reach their full potential. This model, foundational to
many organizational development initiatives, posits that team success is built on a
hierarchy of essential behaviors. Each dysfunction, when present, undermines the
subsequent layers, creating a cascade of negative consequences. Understanding this model
is crucial for any leader or team member seeking to enhance collective performance. The
assessment process is designed to reveal which of these five core issues are most
prevalent within a specific team, thereby guiding targeted interventions.

The model is intrinsically linked. For instance, a lack of trust inherently breeds a fear of
conflict. Without trust, team members are unlikely to engage in healthy debate, fearing
personal repercussions or damaging relationships. This, in turn, leads to ambiguity and a
lack of buy-in, hindering commitment. When commitment wavers, accountability becomes
elusive, as individuals are less inclined to hold themselves or others responsible. Ultimately,
this inability to hold each other accountable for commitments results in a collective focus
on anything but the ultimate team objectives: the results themselves.

The First Dysfunction: Absence of Trust

At the base of Lencioni's pyramid lies the absence of trust, which he defines as the
vulnerability-based trust essential for genuine teamwork. When team members are
unwilling to be open and honest with one another, admitting mistakes, weaknesses, and
fears, they cannot build the solid foundation required for effective collaboration. This lack of
trust often stems from a history of unresolved conflicts or a perception of unreliability
among team members. Without this fundamental element, teams are forced to operate
with a guardedness that prevents them from leveraging their collective strengths.

An assessment designed to gauge the absence of trust would typically explore questions
related to team members' willingness to admit errors, ask for help, and share personal
information that might be perceived as weaknesses. Indicators of this dysfunction include
team members who are hesitant to engage in open dialogue, who often present a facade of
infallibility, or who engage in passive-aggressive behaviors rather than direct
communication. Overcoming this requires deliberate efforts to foster psychological safety,
where individuals feel secure to be themselves without fear of negative judgment or
retribution.

Assessing Vulnerability and Openness

To effectively assess the absence of trust, the team assessment needs to delve into how
comfortable individuals feel being vulnerable. This involves exploring whether team
members believe their colleagues will not exploit their weaknesses or insecurities.



Questions might probe the frequency with which team members apologize for mistakes,
ask for assistance, or offer constructive feedback. A high degree of defensiveness during
discussions or a reluctance to share personal challenges are red flags. The assessment
aims to reveal if the team operates on a superficial level, avoiding deeper connections and
honest self-disclosure.

Building Trust Through Shared Experiences

Building trust is not merely about encouraging open communication; it's about cultivating a
shared understanding and reliance. Activities that promote team-building and encourage
mutual support are vital. Assessments can identify whether team members perceive each
other as reliable and competent. When trust is low, individuals may withhold critical
information, fearing it will be misused, or they may engage in "CYA" (cover your anatomy)
behaviors. A successful assessment will highlight the need for structured opportunities for
team members to build rapport and demonstrate their dependability to one another.

The Second Dysfunction: Fear of Conflict

The fear of conflict is the natural consequence of an absence of trust. When team members
don't trust each other, they are unlikely to engage in constructive, passionate debate about
ideas and issues. Instead, they resort to artificial harmony, where disagreements are
avoided or suppressed. This results in missed opportunities for innovation and problem-
solving, as critical perspectives are silenced. The team may appear harmonious on the
surface, but underlying tensions can fester, leading to resentment and unresolved issues. A
robust team assessment will reveal if this fear is preventing the team from exploring
diverse viewpoints.

Healthy conflict, on the other hand, is essential for effective decision-making. It allows for
the examination of different perspectives, the identification of potential flaws in proposals,
and the generation of more robust solutions. Teams that embrace constructive conflict are
better equipped to navigate complex challenges and make well-informed decisions. The
assessment aims to differentiate between destructive, personal attacks and productive,
issue-oriented debate. Encouraging reasoned disagreement and respectful challenging of
ideas is paramount.

Identifying Avoidance of Debate

An assessment for the fear of conflict will look for patterns of behavior where important
issues are sidestepped. This could manifest as team members remaining silent during
discussions, agreeing passively without genuine conviction, or quickly moving past
disagreements without resolution. The assessment questions might explore how often team
members feel comfortable disagreeing with one another, how disagreements are typically
handled, and whether dissenting opinions are genuinely considered or dismissed. The goal



is to understand if the team is sacrificing substantive discourse for the sake of superficial
peace.

Cultivating Ideological Conflict

The path to overcoming the fear of conflict involves intentionally creating an environment
where ideological disagreements are welcomed and even encouraged. This doesn't mean
fostering a hostile atmosphere; rather, it means establishing norms for respectful debate
and ensuring that all voices are heard. Team assessments can help identify the underlying
reasons for this fear, whether it's past negative experiences or a lack of conflict resolution
skills. Strategies then focus on teaching techniques for engaging in productive arguments,
focusing on issues rather than personalities, and valuing diverse perspectives as critical for
team success.

The Third Dysfunction: Lack of Commitment

When teams fail to engage in healthy conflict, they often suffer from a lack of commitment.
Without the input and buy-in that comes from passionate debate, team members may not
truly support the decisions made. This can lead to ambiguity and a lack of clarity regarding
direction, even if decisions are officially made. Individuals may grudgingly follow a course of
action, but without genuine belief in its merit, their engagement will be superficial. A well-
designed team assessment will uncover the extent to which decisions are truly owned by
the team.

Commitment in a team context means that members are aligned with the chosen course of
action, even if it wasn't their preferred option. It implies a willingness to move forward
decisively and with conviction. This requires clear communication of decisions, confidence
that all perspectives were considered, and a shared understanding of the objectives. When
commitment is low, teams often find themselves constantly revisiting decisions or
experiencing delays due to uncertainty about the path forward. The assessment plays a
vital role in diagnosing the root cause of this indecisiveness.

Measuring Decision Clarity and Buy-In

To assess the lack of commitment, the team assessment needs to measure the level of
clarity around team decisions and the perceived buy-in from all members. This involves
examining whether team members are confident in the direction the team is heading and
whether they feel their contributions to decision-making were valued. Questions might
focus on how decisions are communicated, how much time is spent revisiting previously
made choices, and the perceived certainty regarding future actions. A lack of clarity and
conviction regarding decisions are strong indicators of this dysfunction.



Achieving Clarity Through Actionable Plans

Overcoming a lack of commitment requires moving beyond discussion to definitive action.
The assessment results can guide teams in developing clear, actionable plans that
everyone understands and supports. This involves ensuring that decisions are cascaded
effectively throughout the team, with clear timelines and responsibilities. Team leaders play
a crucial role in fostering this commitment by demonstrating decisiveness and reinforcing
the importance of collective agreement. The focus shifts from endless deliberation to
confident execution based on agreed-upon strategies.

The Fourth Dysfunction: Avoidance of
Accountability

A lack of commitment naturally leads to the avoidance of accountability. When team
members aren't truly committed to a decision or plan, they are less likely to hold
themselves or their peers accountable for adhering to it. This dysfunction manifests as a
reluctance to confront colleagues about their underperformance or behaviors that hinder
team progress. Team members may tolerate mediocrity or poor execution because they
don't want to risk damaging relationships or engaging in uncomfortable conversations. A
comprehensive team assessment will illuminate the extent of this avoidance.

Accountability within a team means that members feel a sense of responsibility for their
actions and the actions of their colleagues. It's about creating an environment where it's
acceptable and even expected to call out problematic behavior constructively. When
accountability is present, teams are more likely to meet deadlines, adhere to standards,
and consistently perform at a high level. The assessment process is critical for identifying
whether team members are willing to step up and hold each other to account for their
commitments.

Evaluating Peer-to-Peer Responsibility

The assessment of the avoidance of accountability focuses on how team members perceive
their responsibility towards one another. It explores whether individuals feel comfortable
addressing performance issues or behavioral concerns with their colleagues. Questions
might be posed about the frequency of peer-to-peer feedback, the perceived ease of
confronting underperformers, and whether team members believe their colleagues will
address their own shortcomings. The goal is to gauge the presence of genuine mutual
responsibility.

Establishing Clear Performance Standards

To address the avoidance of accountability, teams must establish clear, objective



performance standards and expectations. The assessment can help identify where these
standards are lacking or where they are not being consistently enforced. Strategies for
improvement involve creating a culture where constructive feedback is a normal part of
team interactions. This requires leaders to model accountability themselves and to provide
team members with the skills and confidence to address issues directly and respectfully.
The team assessment provides the foundation for creating this more accountable
environment.

The Fifth Dysfunction: Inattention to Results

The final and most significant dysfunction, stemming from all the preceding issues, is
inattention to results. When trust is absent, conflict is feared, commitment is lacking, and
accountability is avoided, the team's focus inevitably drifts away from its collective goals
and objectives. Team members may prioritize their own status, ego, or departmental
concerns over the overall success of the team. This leads to a lack of focus on achieving
meaningful outcomes and a failure to deliver on the team's purpose. A thorough 5
dysfunctions of a team assessment will reveal if this is the case.

A team that is focused on results prioritizes collective success above individual needs. This
means that all actions and decisions are evaluated based on their contribution to the
team's ultimate objectives. When results are the primary focus, team members are highly
motivated, engaged, and committed to achieving shared goals. The assessment aims to
identify whether the team is truly driven by outcomes or if other, less productive
motivations are at play. This dysfunction is the ultimate indicator of a team's effectiveness.

Prioritizing Team Goals Over Individual Needs

The assessment of inattention to results looks at whether the team consistently prioritizes
collective goals over personal agendas or departmental interests. It examines whether
team members are motivated by achieving shared objectives and whether they measure
their own and the team's success based on tangible outcomes. Questions might explore the
extent to which team members celebrate collective achievements, how they respond to
setbacks in relation to team goals, and whether individual contributions are clearly linked to
the team's overall performance metrics. This helps to reveal if the team is truly aligned
towards a common purpose.

Fostering a Results-Oriented Culture

To overcome inattention to results, teams must actively cultivate a culture where success is
defined by achieving specific, measurable outcomes. The assessment can highlight areas
where this focus is weak, such as a lack of clear performance metrics or a tendency to
celebrate activity rather than accomplishment. Strategies involve setting clear goals,
regularly tracking progress, and making the connection between individual efforts and team



success explicit. Leaders must champion this results-oriented mindset, ensuring that the
team's energy and efforts are consistently directed towards achieving its strategic
objectives.

Administering a 5 Dysfunctions of a Team
Assessment

Administering a 5 Dysfunctions of a Team assessment is a structured process designed to
elicit honest feedback and provide actionable insights. Typically, this involves a
questionnaire or a series of facilitated discussions, either individually or in a group setting.
The key is to create a safe and confidential environment where team members feel
comfortable sharing their perceptions openly. The assessment questions are carefully
crafted to probe behaviors associated with each of the five dysfunctions, providing
quantitative and qualitative data.

The administration phase requires careful planning. It often begins with an introduction to
the model and the purpose of the assessment, setting clear expectations for participation
and confidentiality. Whether using an online tool or a facilitated workshop, the facilitator's
role is crucial in guiding the process, ensuring all voices are heard, and preventing any
single individual from dominating the discussion. The goal is to gather a comprehensive
picture of the team's dynamics from multiple perspectives.

Choosing the Right Assessment Tool

There are various tools available for conducting a 5 Dysfunctions of a Team assessment,
ranging from published questionnaires to custom-designed instruments. The choice of tool
often depends on the organization's budget, the size of the team, and the desired level of
detail. Some popular options are based directly on Lencioni's work and provide detailed
reports that highlight strengths and weaknesses across the five dysfunctions. An effective
tool should offer clear scoring mechanisms and provide guidance for interpreting the
results. Regardless of the specific tool, its primary function is to diagnose the team's
current state.

Facilitating Honest and Open Dialogue

The effectiveness of any team assessment hinges on the ability to foster honest and open
dialogue. This requires a skilled facilitator who can create an environment of psychological
safety, where team members feel empowered to express their genuine perceptions without
fear of reprisal. The facilitator must be adept at managing group dynamics, encouraging
participation from all members, and steering conversations constructively. The process of
administering the assessment is as much about building rapport and trust as it is about
gathering data. Open dialogue ensures that the underlying issues contributing to the
dysfunctions are uncovered.



Interpreting the Results of Your Team
Assessment

Once the data is collected, the next critical step is to interpret the results of the 5
Dysfunctions of a Team assessment. This involves analyzing the responses to identify
patterns, trends, and areas of significant concern across the five dysfunctions. A good
assessment report will not only highlight the presence of dysfunctions but also provide
context and potential root causes. It's important to look for both quantitative scores and
qualitative feedback to gain a holistic understanding of the team's challenges. The
interpretation should be data-driven and objective.

Interpreting the results is not just about identifying problems; it's about understanding the
interrelationships between the dysfunctions. For example, a low score on trust is likely to
correlate with a high score on the fear of conflict. The interpretation should guide the team
towards understanding how these issues interact and reinforce each other. This nuanced
understanding is essential for developing targeted and effective strategies for
improvement. The assessment provides a clear roadmap for where to begin interventions.

Identifying Key Areas for Improvement

The interpretation process should clearly pinpoint the most significant dysfunctions
affecting the team. This involves prioritizing which issues will yield the greatest impact if
addressed. An assessment report might reveal that the absence of trust is the primary
barrier, and therefore, interventions focused on building trust should be the initial priority.
Identifying these key areas ensures that the team's efforts are focused and resources are
allocated effectively. The goal is to move from a general understanding to specific,
actionable priorities.

Connecting Dysfunctions to Team Performance

A crucial aspect of interpreting assessment results is linking the identified dysfunctions
directly to observable impacts on team performance. For instance, if the assessment
reveals a fear of conflict, the interpretation should discuss how this might manifest in
delayed decision-making, missed opportunities for innovation, or unresolved tensions that
negatively affect productivity. This connection helps team members understand the
tangible consequences of their behavioral patterns and increases their motivation to
address them. The assessment provides the evidence for why change is necessary.

Strategies for Overcoming Team Dysfunctions

Armed with the insights from the 5 Dysfunctions of a Team assessment, organizations can
implement targeted strategies to overcome these challenges. Addressing the absence of



trust, for example, might involve team-building activities focused on vulnerability and
shared experiences. Overcoming the fear of conflict can be achieved by training team
members in constructive debate techniques and establishing ground rules for respectful
disagreement. The strategies should be practical and tailored to the specific findings of the
assessment.

The journey to a high-functioning team is ongoing. It requires sustained effort, commitment
from leadership, and a willingness for individuals to adapt their behaviors. The assessment
is not a one-time event but rather a diagnostic tool that can be revisited periodically to
track progress and identify new challenges. By consistently working on these five
dysfunctions, teams can build resilience, enhance collaboration, and achieve sustainable
success. These strategies are the practical application of the diagnostic findings.

Building Trust and Vulnerability

Strategies for building trust often involve creating opportunities for team members to share
personal stories, admit mistakes, and offer support to one another. This can include
exercises like "personal histories" presentations or structured feedback sessions where
team members practice giving and receiving constructive criticism. The goal is to move
beyond superficial interactions and foster genuine connection and reliance. The assessment
will highlight the specific needs of the team in this area.

Encouraging Healthy Conflict Resolution

To combat the fear of conflict, teams can learn and practice conflict resolution techniques.
This includes active listening, identifying the root causes of disagreements, and focusing on
problem-solving rather than blame. Facilitated discussions about sensitive topics, with clear
ground rules for respectful engagement, can help build confidence. The assessment results
will guide which conflict resolution methods are most appropriate for the team.

Driving Commitment and Clarity

Ensuring commitment involves clear decision-making processes and effective
communication. Strategies include establishing a clear agenda for meetings, documenting
decisions and action items, and actively seeking buy-in from all team members. Regularly
reviewing progress on decisions and reinforcing the importance of collective agreement are
also key. The assessment helps identify where communication breakdowns are hindering
commitment.

Implementing Accountability Mechanisms

Overcoming the avoidance of accountability requires establishing clear expectations and



consequences. This can involve setting team performance goals, conducting regular
progress reviews, and encouraging peer-to-peer feedback. Leaders must also model
accountability by taking responsibility for their own actions and addressing
underperformance directly and constructively. The assessment will reveal the team's
current level of comfort with accountability.

Focusing on Collective Results

To address inattention to results, teams must develop a strong focus on shared objectives.
This involves setting clear, measurable goals, tracking progress, and celebrating collective
achievements. Regularly discussing how individual contributions align with team goals
reinforces the importance of outcomes. The assessment helps to reorient the team's focus
towards what truly matters for organizational success.

The Benefits of a Proactive 5 Dysfunctions
Assessment

Conducting a 5 Dysfunctions of a Team assessment proactively offers significant benefits
for organizations. It allows for early identification and intervention before minor issues
escalate into major problems that derail team performance. By understanding the potential
pitfalls, leaders can equip their teams with the necessary tools and strategies to navigate
challenges effectively. A proactive approach prevents teams from falling into detrimental
patterns that hinder productivity and morale.

Beyond simply fixing problems, a proactive assessment fosters a culture of continuous
improvement. It encourages self-awareness within teams and provides a framework for
ongoing development. This can lead to increased employee engagement, higher retention
rates, and ultimately, a stronger competitive advantage. The investment in a 5
Dysfunctions assessment is an investment in the long-term health and success of the
organization's most valuable asset: its people.

Frequently Asked Questions

What is the primary purpose of the 5 Dysfunctions of a
Team assessment?
The primary purpose is to diagnose and identify the root causes of team ineffectiveness by
measuring the presence or absence of the five key dysfunctions: absence of trust, fear of
conflict, lack of commitment, avoidance of accountability, and inattention to results.



How does the 'absence of trust' dysfunction manifest in
a team?
Absence of trust leads to team members being unwilling to be vulnerable with each other,
meaning they don't admit mistakes, ask for help, or offer constructive feedback. This
creates an environment of guardedness and suspicion.

What is the most common pitfall teams encounter when
trying to overcome the 'fear of conflict' dysfunction?
A common pitfall is mistaking artificial harmony for true constructive conflict. Teams may
avoid difficult conversations, leading to unresolved issues and resentment, rather than
engaging in healthy debate to arrive at the best solutions.

How does 'lack of commitment' impact team decision-
making and execution?
When commitment is lacking, team members don't buy into decisions, even if they
outwardly agree. This results in ambiguity, lack of follow-through, and repeated discussions
on the same topics because decisions aren't truly embraced.

What is the link between 'avoidance of accountability'
and team performance?
Avoiding accountability means team members hesitate to call out peers on unproductive
behaviors or performance issues. This erodes standards, breeds resentment, and prevents
the team from reaching its full potential because individuals aren't held responsible for
their contributions.

How does 'inattention to results' undermine a team's
success, according to the model?
When teams focus on individual status, ego, or departmental concerns rather than
collective results, they lose sight of what truly matters. This leads to a lack of progress
towards shared goals and a diminished sense of team accomplishment.

Is the 5 Dysfunctions of a Team assessment a one-time
activity, or is it ongoing?
While an initial assessment is crucial for diagnosis, the model is best applied as an ongoing
process. Teams should periodically reassess to monitor progress, identify new challenges,
and continuously reinforce healthy team dynamics.



Additional Resources
Here are 9 book titles related to the 5 Dysfunctions of a Team assessment, with short
descriptions:

1. The Five Dysfunctions of a Team: A Leadership Fable
This foundational book by Patrick Lencioni introduces the five dysfunctions: absence of
trust, fear of conflict, lack of commitment, avoidance of accountability, and inattention to
results. Presented as a story, it offers a relatable and actionable framework for
understanding and overcoming common team obstacles. The book highlights how
addressing these dysfunctions, from the bottom up, is crucial for building a truly cohesive
and high-performing team.

2. Overcoming the Five Dysfunctions of a Team: A Field Guide for Leaders, Managers, and
Facilitators
This companion guide expands on Lencioni's original fable, providing practical tools,
exercises, and strategies for diagnosing and addressing each of the five dysfunctions. It
offers actionable advice for leaders, managers, and facilitators looking to implement the
principles of the five dysfunctions in their own teams. The book emphasizes a systematic
approach to building trust, encouraging healthy conflict, and fostering commitment for
improved team dynamics.

3. The Advantage: Why Organizational Health Trumps Everything Else in Business
Patrick Lencioni's exploration of organizational health goes hand-in-hand with the five
dysfunctions. He argues that a healthy organization, characterized by clarity, morale, and a
commitment to real teamwork, is the ultimate competitive advantage. This book delves into
the importance of building a cohesive leadership team and creating a culture where the
principles of the five dysfunctions can thrive.

4. Crucial Conversations: Tools for Talking When Stakes Are High
This bestseller addresses the critical skill of navigating difficult conversations, which is
directly tied to overcoming the fear of conflict – one of the five dysfunctions. It provides
techniques for creating dialogue where stakes are high, opinions differ, and emotions run
strong. Mastering these conversational skills is essential for teams to engage in healthy
debate and achieve genuine commitment.

5. Start with Why: How Great Leaders Inspire Everyone to Take Action
Simon Sinek's influential book emphasizes the importance of a clear and compelling
purpose. Understanding and rallying around a shared "why" can foster a sense of
commitment and shared purpose within a team, directly combating the inattention to
results and lack of commitment. It's about aligning individual motivations with the team's
overarching goals for greater engagement and success.

6. Radical Candor: Be a Kick-Ass Boss Without Losing Your Humanity
Kim Scott's approach to leadership focuses on challenging directly while caring personally,
a concept crucial for building trust and encouraging accountability. This book provides a
framework for giving and receiving feedback that is both honest and supportive, directly
addressing the absence of trust and avoidance of accountability that plague many teams. It
encourages open communication and a culture of continuous improvement.

7. The Six Types of Working Genius: A Better Way to Understand Your Gifts, Your Team, and



the People Around You
While not directly about the five dysfunctions, this book by Patrick Lencioni offers a
framework for understanding individual contributions and how they relate to team success.
Identifying different working "geniuses" can help teams leverage strengths, foster better
collaboration, and indirectly mitigate some of the dysfunctions by ensuring everyone is
contributing in meaningful ways. It promotes a more holistic understanding of team
dynamics and individual roles.

8. Extreme Ownership: How U.S. Navy SEALs Lead and Win
This book by Jocko Willink and Leif Babin emphasizes the critical importance of
accountability, a key element in overcoming the fourth dysfunction. The concept of taking
full responsibility for all outcomes, both successes and failures, is essential for building a
high-performing team. It teaches leaders and team members to own their actions and their
team's results, driving a culture of responsibility.

9. Tribes: We Need You to Lead Us
Seth Godin explores the power of shared identity and purpose in building engaged
communities or "tribes." This concept resonates with the idea of a cohesive team united by
a common goal. By fostering a strong sense of belonging and shared purpose, teams can
overcome the absence of trust and lack of commitment, leading to greater collective action
and achievement.
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