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Introductions 

1. What is your name? 

2. Where are you serving with Cru? 

3. What number sibling are you in your family? 

4. What sport did you play in high school? 
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Simple wisdom for organizations.

The Role of the Leader

Focus on Collective Outcomes

       Confront Difficult Issues

                Force Clarity and Closure

                        Mine for Conflict

                                Go First!

Inattention  
to Results

Avoidance of 
Accountability

Lack of Commitment

Fear	
�    of	
�    Conflict

Absence of Trust

The Five Dysfunctions of a Team

#1: Absence of Trust
The fear of being vulnerable with team members prevents  
the building of trust within the team.

#2: Fear of Conflict
The	
�    desire	
�    to	
�    preserve	
�    artificial	
�    harmony	
�    stifles	
�    the	
�    occurrence	
�    
of	
�    productive,	
�    ideological	
�    conflict.

#3: Lack of Commitment
The lack of clarity or buy-in prevents team members from  
making decisions they will stick to.

#4: Avoidance of Accountability
The need to avoid interpersonal discomfort prevents team 
members from holding one another accountable for their  
behaviors and performance. 

#5: Inattention to Results
The pursuit of individual goals and personal status erodes the 
focus on collective success.



Defining Team 

Let’s start with the basics, how would you define a team? 

 



Defining Team 

A team comprises a group of  people linked in a common 
purpose.  

Teams are especially appropriate for conducting tasks that are 
high in complexity and have many interdependent subtasks. 

 



Dysfunction #1 
Absence of  Trust 



Building Trust 

Trust is all about vulnerability 

Team members who trust one another learn to be comfortable 
being open, even exposed to one another around their failures, 
weaknesses, even fears. 

 



Building Trust 

The key is become comfortable to being exposed to one another, 
unafraid to be able to say: 

I was wrong 

I made a mistake 

I need help 

I am not sure 

You are better than me at that 

I’m sorry 

Please forgive me 
 



Building Trust 

Can anyone provide a definition to the Fundamental Attribution Error?  



Building Trust 

Can anyone provide a definition to the Fundamental Attribution Error? 

Human beings tend to falsely attribute the negative behaviors of  others 
to their character (internal attribution), while they attribute their own 
negative behaviors to their environment (an external attribution).  I see 
Stacy trip on a rock, I think he is clumsy.  If  I trip over a rock, I blame 
the rock because it is in the wrong place. 

We like to believe we do bad things because of  situations we are in, 
however we easily come to the conclusion that others do bad things 
because they are pre-disposed to being bad.  The hope is that you will 
develop empathy and understanding which will trump judgment and 
accusation when interpreting questionable behavior. 

 



Building Trust 

Trust is the new currency 

If  we want to see any change occur, or to bridge any 
relationship, the initial building blocks need to be trust. 

 

 

 



Building Trust 

A few activities for cultivating vulnerability based trust: 

Personal Histories Exercise: 

Just as we did – some small steps to create vulnerability and 
dive deeper with each other  

Tackle a Personality Test: 

DiSC, Birkman, MBTI, Strengths Finder, and there are many 
others 

Remember – you are learning a language as way to understand 
each other more 

 



Dysfunction #2 
Fear of  Conflict 



Mastering Conflict 

How was conflict handled in your home growing up as a child? 

 

What types of  conflict do you experience in your daily life? With 
whom?  

 



Mastering Conflict 

How would you define healthy, Biblical Conflict? What are some 
components to it? 

 

What scripture passages come to mind? 



Mastering Conflict 

How would you define healthy, Biblical Conflict? What are some 
components to it? 

Believing the best, keeping short accounts, vulnerability, grace 

 

What scripture passages come to mind? 

Epheshians 4:25-32 

Matthew 18:15-20 



Mastering Conflict 

Can anyone share an example of  a time that you may recall engaging 
in conflict and instead of  resolving the issue; you were more concerned 
about winning the argument, or making sure that you were right?  For 
others, is there an example of  not wanting to bring up the issue for your 
fear of  conflict?  



Mastering Conflict 



Mastering Conflict 



Mastering Conflict 

A few activities for mastering conflict: 

Review your Myers/Briggs as a team: 

Q: What does your personality type say about how you handle 
conflict? 

Q: What other factors influence how you handle conflict? 

Q: What similarities and differences do you see in your team?  
What implications stem from that? 

 



Mastering Conflict 

A few activities for mastering conflict: 

Conflict Norming: 

Write down individual preferences of  acceptable and 
unacceptable behaviors surrounding debate and discussion (staff  
meeting, planning, engaging with each other) - language, tone of  
voice, emotional content, expectations of  involvement and 
participation, avoidance of  distractions or timeliness of  
response. 

 



Dysfunction #3 
Lack of  Commitment 



Achieving Commitment 

How would you define the phrase Buy-in and how do you create it on 
your respective teams? 

 



Achieving Commitment 

Buy-in and commitment: 

Commitment is about a group of  intelligent, driven individuals buying 
into a decision precisely when they don’t naturally agree.  In other 
words, it’s the ability to defy a lack of  consensus. 

Commitment is not consensus – waiting for everyone on a team to 
agree intellectually on a decision is a recipe for mediocrity, delay and 
frustration. 

When a group of  people know that their teammates have no 
reservations about disagreeing with each other, and that every 
available option has been exhausted, they will have confidence to 
embrace a decision and abandon whatever initial opinion they had. 

 



Achieving Commitment 

Buy-in and commitment continued… 

Good leaders drive commitment, extracting all ideas, opinion 
and perspectives, then they step-up and make the decision.  

In general, people don’t really need to have their ideas adopted 
in order to buy into a decision, they just want to have their ideas 
heard, understood and considered and explained in the context 
of  the ultimate decision.  

 



Achieving Commitment 

Clarity 

Unfortunately, even when teams master the ability to ‘disagree 
and commit’, they still fail to benefit from their commitment.   

Many teams fail to achieve clarity and alignment around a 
decision. 

Be sure when you finalize a decision, you are all on the same 
page. 

Often in our grace-oriented culture, we tend to fail providing 
clarity of  expectations. 

 



Achieving Commitment 

Has there been an experience with your team – having a lack of  clarity -  
that has led to a lack of  alignment or missed expectations? 

 



Achieving Commitment 

Two concepts integral to achieving commitment: 

Buy-in is the achievement of  gaining emotional support 

Clarity is the removal of  assumptions and ambiguity from a 
situation 

 



Achieving Commitment 

A few activities for achieving commitment: 

Commitment Clarification Exercise: 

When your team finishes meeting ask the simple question - ‘What have we 
agreed upon today?’ 

 Helpful if  you have a whiteboard, or other method to document 

Allow team members provide their individual responses 

If  no consensus, as a leader provoke further discussion to eliminate any 
discrepancies and clarify commitments 

As the leader, record all commitments on the board, as does your team  

 



Achieving Commitment 

A few activities for achieving 
commitment: 

Clarification of  Team Norms Exercise: 

Teams must commit to rules of  engagement 
around timelines at meetings, responsiveness 
in communication and general interpersonal 
behavior. 

Specific areas to discuss and come to 
resolution around the following issues – and 
any others your team deems as important: 

The structure and schedule of  team meetings 

Acceptable behavior during meetings (for 
example laptop use) 

 

 

 

The preferred method of  communication – i.e. 
Email, Phone, Texts, etc. 

Appropriate expectations for responses to 
email, voice mail, and texts 

Availability during non-ministry hours 

The extent to which being on time is a priority 

Other team norms to address discuss and 
decide 

 



Dysfunction #4 
Avoidance of  Accountability 



Embracing Accountability 

How do you define accountability in the context of  ministry?  



Embracing Accountability 

Accountability can be defined as the willingness of  teammates 
to remind one another when they are not living up to the 
performance standards of  the team. 

It is a direct, peer to peer accountability, and is based on the 
notion that peer pressure and distaste for letting down a 
colleague will motivate a team player more than any fear of  
authoritative punishment or rebuke. 

Ironically, peer to peer accountability to become a part of  the 
team’s culture; it needs to be modeled by the leader.  Simply put 
– the leader needs to step into a difficult issue and remind a 
team member of  their responsibility – in terms of  behavior and 
results. 

 



Embracing Accountability 

We need to call each other on behavioral issues.  However, if  
our leaders do not do this, we will not be inclined to do so. 

The team leader’s actions are important because the team 
knows that the leader will eventually step-in and call someone 
on something, they won’t feel like they’re stepping over the line 
doing it themselves.  If  the leader fails in this area, no one will 
call others out and there will be no accountability. 

 



Embracing Accountability 

How do you give critical feedback to those you lead? 

 

 

How often? 

 



Embracing Accountability 

Perhaps the most important challenge of  building a team where 
people hold one another accountable is overcoming the 
understandable hesitance of  human beings to give one another 
critical feedback.   

When teammates do not hold each other accountable, they will 
eventually lose respect for one another.  (Think about that one.) 

 



Embracing Accountability 

Activity to help Embrace Accountability: 

Team Effectiveness Exercise (John’s favorite): 

Answer the following questions about each teammate other than 
yourself  

What is that person’s single most important behavioral quality that contributes 
to the strength of  the team? 

What is that person’s single most important behavioral quality that detracts 
from the strength of  the team? 

The discussion should begin with team leaders and allow the rest of  
the team to share positive responses until everyone has finished 

 



Embracing Accountability 

Activity to help Embrace Accountability: 

Team Effectiveness Exercise  (continued): 

Any surprises? Any clarifications needed?  Be open to feedback. 

Again, the discussion should begin with team leader and allow the rest of  
team to share negative responses until everyone has finished 

Through the cultivation of  vulnerability-based trust, teammates can speak 
openly and honestly with each other.  Sometimes it can be painful, but 
done in a grace filled environment, it becomes a crucible for growth. 

Have teammates summarize aloud two or three key takeaways that they 
learned about themselves.  Write them down and email to team leader.  



Embracing Accountability   

Accountability on a strong team occurs directly among peers. 

For culture of  accountability to thrive, a leader must 
demonstrate a willingness to confront difficult issues. 

The best opportunity for holding one another accountable 
occurs when you are together, and the regular review of  a team 
scoreboard provides a clear context for doing so. 

 



Dysfunction #5 
Inattention to Results 



Focusing on Results 



Focusing on Results 

 How do you measure success and measure results? 

  

 

 How do you celebrate success/results? 

 



Focusing on Results 

Q: What is it about us that make it so hard to stay focused on results? 
Measurement? 

 



Focusing on Results 

In ministry this can take shape in multiple ways. 

My personal kingdom (my campus, my students) 

Focusing on your corner of  the kingdom vs. then entire scope for your 
team 

This can prove difficult, because your allegiance is not to be to the greater 
scope as a whole, but to your small pocket of  the ministry   

In the decision making process, this possibly can lead to lobbying and 
making deals for your area of  ownership, versus coming to the best 
possible solution for the whole team. 

The key to success for a team that has members go beyond barter and 
compromise to embrace a collective pursuit of  the best interests of  the 
whole. 

 



Focusing on Results 

“You Play to win the Game!” 
    ~Herm Edwards 



Focusing on Results 

Teams have to eliminate ambiguity and interpretation when it 
comes to success - we define our goals and what we want to 
achieve together, and how we want to measure our success. 

Downside is becoming subjective – basing results on feelings vs. 
actual results 

i.e. – feel like we are doing well, versus having a measure in 
place to gauge how we are doing as a team.  Having a 
Scoreboard to measure results.   

 



Focusing on Results 

A great way to focus on results is by committing early, and 
publicly, to what you will achieve and by constantly reviewing 
our progress against our expectations – looking at the 
scoreboard.  

When players on a team stop caring about the scoreboard, they 
inevitably start caring about something else and that something 
else is not the team. 

 



Focusing on Results 

Activity to help Focus on results: 

Establishment of  a Team Scoreboard: 

A scoreboard is for your team to measure results, and celebrate 
them.   

In creating a Scoreboard, what key components should it have? 

Mileage will vary based on scope, team size, culture, focus. 



Conclusion 

What next steps can you take with your team to tackle one of  the five 
dysfunctions? How can you lead your team to: 

Build Trust 

Master Conflict 

Achieve Commitment 

Embrace Accountability 

Focus on Results 

 


