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The Five Dysfunctions of a Team Assessment: Unlocking True Team Potential

the five dysfunctions of a team assessment is a powerful tool designed to help teams
identify the barriers that prevent them from working effectively together. Rooted in Patrick
Lencioni’s widely acclaimed model, this assessment sheds light on common pitfalls that can
derail team dynamics and offers a structured way to overcome them. If you’ve ever been
part of a group struggling to collaborate, communicate, or deliver results, understanding
these dysfunctions can be the key to transforming your team’s performance.

Understanding the Foundation: What Is the Five
Dysfunctions of a Team Assessment?

At its core, the five dysfunctions of a team assessment evaluates how well a team operates
across five crucial dimensions: trust, conflict, commitment, accountability, and results.
These dimensions represent both the strengths and weaknesses that influence teamwork.
The assessment provides a roadmap for leaders and team members to pinpoint exactly
where their team struggles and what steps to take to foster a healthier, more productive
environment.

Unlike generic team-building quizzes, this assessment dives deeper. It doesn’t just measure
surface-level harmony but explores the root causes of dysfunction that often go unnoticed
until they cause real damage. By identifying these issues early, teams can work proactively
rather than reactively.

The Five Dysfunctions Explained

1. Absence of Trust

Trust is the cornerstone of any successful team. When team members fear vulnerability or
are unwilling to admit mistakes and weaknesses, the entire group suffers. The absence of
trust leads to guarded interactions and limits open communication. In the context of the
assessment, this dysfunction highlights how much—or how little—team members feel
comfortable being themselves without fear of judgment.

Building trust isn’t about forced bonding exercises but about creating an environment
where authenticity and transparency are valued. Teams that score low in this area often
experience hidden tensions and unresolved misunderstandings.



2. Fear of Conflict

Many people shy away from conflict, assuming it’s destructive. However, healthy conflict is
essential for innovation and problem-solving. The five dysfunctions of a team assessment
measures how willing team members are to engage in productive debates and challenge
ideas constructively.

Avoiding conflict leads to artificial harmony, where issues remain unaddressed, simmering
beneath the surface. Encouraging candid discussions, where different viewpoints are
respected, allows teams to explore diverse perspectives and arrive at better decisions.

3. Lack of Commitment

When teams don’t commit to decisions wholeheartedly, progress stalls. This dysfunction
assesses whether members buy into the team’s goals and strategies or merely go through
the motions. Lack of commitment often stems from unclear communication or unresolved
conflicts that leave members uncertain.

The assessment helps reveal where clarity is missing and encourages leaders to foster
alignment by involving everyone in the decision-making process. When team members feel
heard and understood, commitment naturally increases.

4. Avoidance of Accountability

Accountability is vital for maintaining standards and ensuring everyone pulls their weight.
The four previous dysfunctions often contribute to this one—without trust or commitment,
it’s difficult to hold peers accountable without causing friction.

The five dysfunctions of a team assessment examines how comfortable team members are
with giving and receiving constructive feedback. Teams that avoid accountability risk
letting poor performance slide, which can erode morale and productivity over time.

5. Inattention to Results

Finally, the ultimate purpose of any team is to achieve results. This dysfunction appears
when individuals prioritize personal success, status, or recognition over collective
outcomes. The assessment uncovers whether the team focuses on shared goals or gets
distracted by individual agendas.

Teams that score low here may celebrate personal wins while the overall mission suffers.
Refocusing on collective achievements helps realign priorities and drive the team forward.



Why Use the Five Dysfunctions of a Team
Assessment?

Using this assessment offers several benefits beyond just identifying problems. It serves as
a catalyst for honest conversations and continuous improvement. Here are some
compelling reasons to incorporate it into your team development process:

Data-Driven Insights: Instead of guessing where the team falters, you get clear
indicators of dysfunction.

Customized Action Plans: The results guide tailored interventions that address your
team’s unique challenges.

Enhanced Leadership: Leaders gain a deeper understanding of team dynamics,
helping them facilitate growth effectively.

Improved Collaboration: Teams become more cohesive as they work together to
overcome identified barriers.

Boosted Morale and Productivity: Addressing dysfunctions reduces frustration and
increases engagement.

Tips for Maximizing the Impact of the Assessment

Conducting the five dysfunctions of a team assessment is only the first step. The real value
lies in how you use the insights to foster change. Here are some practical tips to ensure
your team gets the most out of this process:

Facilitate Open Dialogue: Share the results openly and encourage team members1.
to voice their thoughts and feelings without fear.

Prioritize Dysfunction Areas: Focus on the most critical dysfunctions first rather2.
than trying to fix everything at once.

Create Accountability Structures: Establish clear roles, responsibilities, and follow-3.
up mechanisms to reinforce new behaviors.

Invest in Ongoing Development: Use the assessment periodically to track progress4.
and adjust strategies accordingly.

Engage External Coaches: Sometimes, an objective third party can help navigate5.
sensitive dynamics and facilitate breakthroughs.



Integrating the Assessment into Your Team
Culture

For the five dysfunctions of a team assessment to truly transform your team, it must
become part of an ongoing culture of trust and continuous improvement. Rather than a
one-off exercise, it should be embedded into regular team check-ins, performance reviews,
and leadership development initiatives.

Encouraging vulnerability, welcoming healthy conflict, and celebrating collective wins aren’t
just lofty ideals—they’re daily practices that shape how your team interacts. When these
values are woven into the fabric of your organizational culture, dysfunctions have little
room to thrive.

Real-World Applications

Many organizations across industries have leveraged this assessment to revitalize their
teams. For example, a marketing department struggling with missed deadlines and internal
silos used the tool to uncover a lack of trust and avoidance of conflict. By addressing these
issues head-on, they improved communication channels and increased collaboration,
leading to more successful campaigns and higher employee satisfaction.

Similarly, a tech startup facing rapid growth challenges found that their teams were not
fully committed to shared objectives. Through targeted workshops based on the
assessment’s findings, they realigned their vision and boosted overall productivity.

Conclusion: Embracing the Journey Toward Team
Excellence

Navigating team dysfunctions can feel daunting, but the five dysfunctions of a team
assessment offers a clear, actionable framework to guide the way. By honestly confronting
these common challenges, teams unlock the potential to work more cohesively, innovate
more freely, and achieve results that matter.

Remember, no team is perfect, but every team can improve. The key lies in recognizing
where dysfunctions exist and committing to the ongoing work of transformation. When
done right, this assessment doesn’t just diagnose problems—it sparks meaningful change
that resonates far beyond the workplace.

Frequently Asked Questions



What is 'The Five Dysfunctions of a Team' assessment?
The Five Dysfunctions of a Team assessment is a tool based on Patrick Lencioni's model
that helps identify and address common issues hindering team performance, including
absence of trust, fear of conflict, lack of commitment, avoidance of accountability, and
inattention to results.

How does the assessment help improve team
dynamics?
By identifying which dysfunctions are present within a team, the assessment provides
actionable insights and strategies to overcome barriers, fostering trust, encouraging
healthy conflict, enhancing commitment, promoting accountability, and focusing on
collective results.

Who can benefit from using The Five Dysfunctions of a
Team assessment?
Leaders, managers, team members, and organizational development professionals can all
benefit from the assessment to diagnose team challenges and facilitate more cohesive and
effective teamwork.

Is the assessment suitable for virtual or remote teams?
Yes, the assessment is applicable to both in-person and virtual teams, helping remote
teams identify communication and collaboration challenges that may not be as visible
without face-to-face interaction.

How frequently should teams take The Five
Dysfunctions of a Team assessment?
Teams are recommended to take the assessment periodically, such as quarterly or bi-
annually, to monitor progress, reinforce improvements, and address new challenges as they
arise.

What are the five dysfunctions identified by the
assessment?
The five dysfunctions are: 1) Absence of Trust, 2) Fear of Conflict, 3) Lack of Commitment,
4) Avoidance of Accountability, and 5) Inattention to Results.

Can the assessment be used for individual team
members?
While primarily designed to assess overall team health, individual team members can also
use the assessment to reflect on their own behaviors and contributions to the team's
dysfunctions.



Are there digital tools available to administer The Five
Dysfunctions of a Team assessment?
Yes, several online platforms and software offer digital versions of the assessment, making
it easier to distribute, complete, and analyze results efficiently.

How can organizations act on the results of The Five
Dysfunctions of a Team assessment?
Organizations can use the assessment results to tailor team-building exercises, training
programs, leadership coaching, and process improvements aimed at resolving specific
dysfunctions and enhancing team performance.

Additional Resources
The Five Dysfunctions of a Team Assessment: A Critical Examination of Team Dynamics

the five dysfunctions of a team assessment has become an essential tool for
organizations seeking to diagnose and improve team performance. Originating from Patrick
Lencioni’s influential model, this assessment identifies core behavioral challenges that
inhibit teams from reaching their full potential. As workplaces evolve and collaboration
becomes more critical, understanding these dysfunctions through a structured evaluation
provides leaders with actionable insights to cultivate healthier and more productive teams.

Understanding the Framework of The Five
Dysfunctions

Lencioni’s model outlines five interconnected dysfunctions that often plague teams:
absence of trust, fear of conflict, lack of commitment, avoidance of accountability, and
inattention to results. Each dysfunction builds upon the previous one, creating a cascade
effect that can significantly hinder team effectiveness. The five dysfunctions of a team
assessment is designed to pinpoint where a team currently struggles within this hierarchy,
offering a diagnostic lens that goes beyond surface-level symptoms.

This assessment typically involves a combination of self-report questionnaires and
facilitated discussions, allowing team members to candidly reflect on their interactions and
collective behavior. The resulting data not only highlight problem areas but also facilitate a
shared understanding of team dynamics, which is crucial for targeted interventions.

Absence of Trust: The Foundation of Team Dysfunction

Trust is often cited as the cornerstone of any successful team. The absence of trust
emerges when team members are unwilling to be vulnerable, admit mistakes, or ask for
help. This dysfunction manifests as guarded communication and inhibited collaboration.



The five dysfunctions of a team assessment specifically measures trust through questions
that reveal the degree to which individuals feel safe and supported in expressing
themselves openly.

Without trust, teams struggle to engage in meaningful dialogue or constructive conflict,
setting the stage for subsequent dysfunctions. Research in organizational behavior
consistently emphasizes that trust correlates strongly with team cohesion and
performance, underscoring why this dysfunction demands early attention.

Fear of Conflict: Avoiding Productive Debate

Fear of conflict refers to the reluctance to engage in passionate, yet constructive, debate
about ideas and decisions. When teams avoid conflict, they often settle for artificial
harmony, which stifles innovation and problem-solving. The assessment evaluates this
dysfunction by examining how comfortable team members feel challenging each other’s
viewpoints and handling disagreements.

Addressing fear of conflict is critical because it encourages teams to surface diverse
perspectives and resolve issues before they escalate. The five dysfunctions of a team
assessment provides insights into whether a team’s communication patterns promote
genuine dialogue or suppress dissenting opinions, which can ultimately compromise
decision quality.

Lack of Commitment: Unclear Direction and Ambiguity

Teams that fear conflict frequently suffer from a lack of commitment. Without airing
differing opinions, members may leave meetings confused about decisions or half-heartedly
support initiatives they did not fully endorse. The assessment identifies this dysfunction by
assessing clarity around goals and the willingness of team members to buy into collective
decisions.

This lack of commitment often leads to missed deadlines or inconsistent effort, as members
may not feel fully accountable for outcomes. The five dysfunctions of a team assessment
helps leaders recognize when ambiguity is undermining alignment, enabling targeted
strategies to clarify objectives and rally support.

Avoidance of Accountability: Evading Responsibility

When commitment falters, avoidance of accountability tends to follow. Team members
hesitate to hold one another responsible for delivering results or adhering to agreed-upon
standards. The assessment gauges this dysfunction through questions related to peer-to-
peer feedback and self-discipline within the team.

A culture that tolerates avoidance of accountability often experiences declining
performance and morale. By identifying this dysfunction, the five dysfunctions of a team



assessment highlights the need to cultivate a culture where feedback is welcomed and
responsibilities are clearly defined.

Inattention to Results: Prioritizing Individual Over Team
Success

At the apex of Lencioni’s model lies inattention to results, where team members prioritize
personal success or departmental goals above collective outcomes. This dysfunction is
critical because it directly impacts an organization’s ability to achieve strategic objectives.
The assessment measures this by exploring how aligned team members are with the
broader mission and whether they regularly track team performance.

Teams exhibiting inattention to results risk fragmentation and competition rather than
collaboration. The five dysfunctions of a team assessment offers a framework for re-
centering focus on shared results, which is essential for long-term sustainability.

Applying the Five Dysfunctions of a Team
Assessment in the Workplace

Implementing this assessment within organizations often involves a multi-step approach.
Initially, leaders administer the assessment to generate baseline data. This is followed by
facilitated workshops that enable teams to discuss findings openly and develop tailored
action plans. Many organizations integrate the assessment into ongoing team development
programs, using it as a benchmark for progress.

One notable advantage of the five dysfunctions of a team assessment is its simplicity and
universal applicability across industries. Unlike some complex psychometric tools, it focuses
on observable behaviors and interpersonal dynamics, making it accessible for teams of
varying sizes and cultures.

However, some critics argue that the model may oversimplify the complexities of team
dysfunctions, especially in highly matrixed or remote teams where dynamics differ
significantly. Additionally, the effectiveness of the assessment depends heavily on honest
participation and skilled facilitation to avoid superficial responses.

Comparisons with Other Team Assessment Tools

When compared to tools like the Myers-Briggs Type Indicator (MBTI) or the Team Diagnostic
Survey (TDS), the five dysfunctions of a team assessment stands out for its pragmatic focus
on actionable behaviors rather than personality traits or broad organizational health
metrics. While MBTI provides insight into individual preferences and TDS offers
comprehensive data on multiple dimensions of team performance, Lencioni’s model zeroes
in on critical interpersonal barriers that directly impede teamwork.



This targeted approach often enables faster identification and remediation of core issues,
making it a preferred choice for leaders seeking immediate impact on team cohesion and
productivity.

The Strategic Value of Diagnosing Team
Dysfunctions

In today’s fast-paced business environment, teams are expected to innovate, adapt, and
deliver consistently. The five dysfunctions of a team assessment equips organizations with
a diagnostic tool that goes beyond surface symptoms to reveal underlying behavioral
patterns. By systematically addressing each dysfunction, teams can unlock higher levels of
trust, engagement, and accountability.

Moreover, the assessment fosters a culture of transparency and continuous improvement.
Teams that regularly leverage this framework tend to develop resilience against common
pitfalls such as groupthink, miscommunication, and disengagement.

As organizations increasingly prioritize agile and collaborative work models, the relevance
of tools like the five dysfunctions of a team assessment is likely to grow. Its focus on
interpersonal dynamics aligns well with contemporary leadership philosophies that
emphasize emotional intelligence and psychological safety.

The nuanced insights derived from this assessment can inform leadership development,
conflict resolution strategies, and performance management systems, making it a versatile
asset in the organizational toolkit.

Ultimately, the true power of the five dysfunctions of a team assessment lies not just in
identifying problems but in enabling teams to embrace constructive behaviors that drive
sustained success.
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role that assessment plays in curriculum design and implementation Examines the sociotechnical
system’s impact on engineering curricula



  the five dysfunctions of a team assessment: Learning and Collaboration Technologies
Panayiotis Zaphiris, Andri Ioannou, 2024-06-10 This three-volume set LNCS 14722-14724
constitutes the thoroughly refereed proceedings of the 11th International Conference, LCT 2024,
held as part of the 26th International Conference on Human-Computer Interaction, HCI
International 2024 (HCII 2024), was held as a hybrid event in Washington DC, USA, during June/July
2024. The total of 1271 papers and 309 posters included in the HCII 2023 proceedings was carefully
reviewed and selected from 5108 submissions. The LCT 2024 conference addresses theoretical
foundations, design, and implementation, as well as effectiveness and impact issues related to
interactive technologies for learning and collaboration, including design methodologies,
developments and tools, theoretical models, learning design or learning experience (LX) design, as
well as technology adoption and use in formal, non-formal and informal educational contexts.
  the five dysfunctions of a team assessment: Visual Teams David Sibbet, 2011-09-23 Graphic
tools and visual solutions for team building and development Visual Teams uses visual tools and
methods to help teams—both face-to-face and virtual—reach high performance in today's work
environment. As teams become more and more global and distributed, visualization provides an
important channel of communication—one that opens up the group's mind to improving work
systems and processes by understanding relationships, interconnections, and big picture contexts.
Visual Teams shares best practices and uses visualization as a power tool for process improvement
by providing teams with a common language for high performance. The book: Explores how any kind
of team can draw on the principles and practices of creative design teams in the software,
architectural, engineering, and information design professions Introduces the Drexler/Sibbet Team
PerformanceTM Model and related tools—a system used throughout companies such as Nike,
Genentech, Becton Dickinson, Chevron, and others Visual Teams presents a comprehensive
framework, best practices, and unique visual tools for becoming an innovative, high-performance
team.
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