
A
Accidental values, 93, 98–99
Accountability, 54–64; about, 54; 

behaviors vs. measurable, 59–60; 
challenges in peer, 58; confl ict vs., 
60; exercises for, 55–56, 60–62; 
as key behavioral principle, 26; 
leaders modeling, 56–58; 
peer-to-peer, 54–55; public vs. 
private meetings about, 63–64; 
team members’ resistance to, 
62–63

Activity system mapping, 111
Advantages: contributed by 

leadership teams, 72; created with 
organizational health, 18, 
189–190; of meetings, 185–187; 
of organizational clarity, 140; of 
overcommunicating clarity, 152; 
undermining organization’s, 8–10
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Advocacy, 22
Alignment: defi ning thematic goals, 

121–122; determining defi ning 
objectives, 124–126, 128; 
developing priorities, 120–121; 
identifying standard operating 
objectives, 126–127, 128; 
requirements for, 76–77. See also 
Th ematic goals

Argyris, Chris, 22
Artifi cial harmony: confl ict 

continuum and, 42, 43; negative 
impact on decision making, 
44–45

Aspirational values: confusing core 
and, 95–96; illustrated, 93; using, 
96–97

Avoiding confl ict: eff ects of, 39–40, 
43; techniques to overcome, 46; 
trust vs., 38, 43–45, 47
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B
Bain & Company, 5
Barriers to entry, 115
Behavior: determining 

organizational values for, 91–92; 
diffi  culties addressing personal, 
59–60; principles of cohesive 
team, 26; profi ling tools 
illuminating, 30–32. See also 
Values; and specifi c behaviors

Biases against organizational health: 
adrenaline, 3–4; quantifi cation, 4; 
sophistication, 3

Building leadership teams: 
accountability in, 54–64; 
achieving commitment, 48–53; 
advantages in, 72; checklist for, 
71, 195; commitment to 
vulnerability in, 35–37; errors in 
inclusivity when, 23; focusing on 
results, 65–70; importance of, 
19–20; mastering confl ict, 38–47; 
overview, 15; sharing common 
objectives, 25–26; sharing 
responsibility collectively, 25, 
123–124; trust building and, 
27–37; using behavior profi ling 
tools, 30–32

Built to Last (Collins and Porras), 
82, 91

C
Cascading communication: 

including in meetings, 187; live 

and face-to-face, 147–148; using, 
144–146; when to implement, 147

CEOs: defi ning role in leadership 
team for, 133–134; sacrifi ce made 
by, 190–192. See also Leaders

Checklists: building leadership 
teams, 71, 195; creating clarity, 
138, 196; meeting, 188, 197; 
overcommunicating clarity, 151, 
196; reinforcing clarity, 172, 
196–197; summary, 195–197

Clarity. See Creating clarity; 
Overcommunicating clarity; 
Reinforcing clarity

Cohesive leadership. See Building 
leadership teams

Collins, Jim, 82, 86, 91, 92
Commitment, 48–53; 

acknowledging dysfunction in 
meetings, 52; answering critical 
questions for team, 77–78; as key 
behavioral principle, 26; needed 
to identify corporate purpose, 
83–84; passivity undermining, 
48–51; reviewing and clarifying 
group, 51; to vulnerability by 
leaders, 35–37

Commitment clarifi cation, 146
Communication: cascading, 

144–148; initiating cohesive 
team, 192–193; need to repeat, 
141–144; top-down, 148–150; 
upward and lateral, 150–151. See 
also Overcommunicating clarity
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Community-focused purpose, 88
Compensation and rewards, 

164–165
Competitive Strategy (Porter), 107
Confl ict: accountability confused 

with, 60; achieving commitment 
with, 48–49; allowing in trusting 
environment, 38, 43–45, 47; 
continuum in, 42–43; demanding 
from team members, 51; 
discomfort caused by, 38–40; 
eff ects of avoiding, 39–40, 43; 
integral in disagree-and-commit 
philosophy, 48; as key behavioral 
principle, 26; mining for, 45–46; 
rules encouraging, 46; trust 
building and, 38, 43–45, 47

Core values: about, 93–95; 
confusing aspirational and, 
95–96; identifying, 102–104; 
isolating, 99–100; naming, 
100–101; permission-to-play vs., 
97, 99

Corporate culture: clarifying 
performance management, 
162–164; compensation and 
rewards in, 164–165; determining 
organizational values for behavior, 
91–92; diffi  culties addressing 
behavioral accountability, 59–60; 
fi ring employees who don’t fi t, 
169–171; leadership teams’ 
creation of, 161; orientation to, 
161–162; recruiting and hiring 

for cultural fi t, 156–161; testing 
applicant’s fi t in, 160. See also 
Human systems

Courage, 57, 59
Creating clarity: aligning 

organizational goals, 119–131; 
avoiding perfection paralysis, 
79–80; categories for analyzing 
purpose, 86–89; checklist for, 
138, 196; critical questions for, 
77–78; defi ning reason for 
existing, 84–90; delineating 
division of labor, 132–137; 
determining behavioral values, 
91–92; developing company 
playbook, 134–137; diffi  culties 
developing values, 92–93; fi nding 
corporate purpose, 83–84; 
focusing organization’s purpose, 
82–90; mission statements vs., 
75–77; overview, 15, 73–75; 
requirements for, 76–77; strategic 
anchors for, 109–118; thematic 
goals for, 121–131; weighing 
advantages in, 140. See also 
Overcommunicating clarity; 
Questions for clarity; Reinforcing 
clarity

Customer-focused purpose, 
86–87

D
Daily check-ins, 175, 176–178
Death by Meeting (Lencioni), 174
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Decision making: allowing confl ict 
in, 44–45; avoiding misalignment 
in, 52; eff ects of avoiding confl ict 
in, 39–40; passive agreements and 
eff ect on, 49, 50–51; strategic 
anchors infl uencing, 108–109; 
using classic business signs, 6, 
7–8; waiting for consensus in, 48

Defi ning objectives, 124–126, 128
Disagree-and-commit philosophy, 48
Dunder Miffl  in, 76, 82

E
Employees: adding to leadership 

teams, 23–24; allowing upward 
and lateral communication 
among, 150–151; clarifying 
organizational purpose for, 
82–90; communicating clearly to, 
148–149; compensation and 
rewards for, 164–165; eff ect of 
organizational health on, 13; 
face-to-face communication with, 
147–148; fi ring, 169–171; 
focusing purpose on, 88–89; 
impact of confl ict avoidance in, 
40–41; internalizing company 
priorities, 142–143; interviewing 
potential, 159–160; making 
passive agreements, 49, 50–51; 
misalignment’s eff ect on 
empowerment of, 74–75; 
orienting new, 161–162; 
participating in meeting agendas, 

179–182; performance 
management for, 162–164; 
providing clarity for, 77–78; 
recognizing work of, 166–168; 
recruiting and hiring policies for, 
156–161; retaining, 168–169; 
testing fi t in culture, 160

Empowerment, 74–75

F
Fear: of confronting people, 57, 59; 

diffi  culties addressing behavioral 
accountability, 59–60

Firing employees: leader’s fear of 
confronting vs., 57, 59; who don’t 
fi t, 169–171

Five Dysfunction of a Team 
Assessment, 57–58

Five Dysfunctions of a Team, Th e 
(Lencioni), 20

Four disciplines model: about, 
14–16; building cohesive 
leadership team, 15; creating 
clarity, 15, 73–140; illustrated, 
14; overcommunicating clarity, 
15, 141–152; reinforcing clarity, 
16, 153–172. See also Checklists; 
and individual disciplines

G
Goals: achieving team, 65–66; 

aligning organizational, 119–131; 
setting collective, 66–68. See also 
Th ematic goals
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Greater cause as organizational 
focus, 87–88

Guilt, 46

H
Harvard Business Review, 93
Hiring employees, 156–161
How do we behave?, 91–105
How will we succeed?, 107–118
Human Resources: developing 

human systems, 153–154; 
separating corrective action from 
performance management, 164. 
See also Human systems

Human systems: clarifying 
performance management, 
162–164; clarifying recruiting 
and hiring policies, 156–161; 
developing, 153–154; fi nancial 
rewards and motivation in, 
167–168, 169; fi ring employees 
who don’t fi t, 169–171; initial 
design of, 192; orientation of new 
employees, 161–162; recognizing 
work of employees, 166–168; 
retaining employees, 168–169; 
simplicity in, 154–155; structuring 
interviews for, 159–160; testing 
applicant’s cultural fi t, 160

I
Ideal Confl ict Point, 42–43
Industry: assessing strategic durability 

in, 115; focusing purpose on, 87

Innovation and strategic anchors, 
115

Inquiry, 22
Integrity: organizational, 5; as 

permission-to-play value, 97–98
Intel, 48
Intolerance in organizations, 91

K
Katzenbach, Jon, 21

L
Leaders: addressing behavioral 

accountability, 59–60; avoiding 
perfection paralysis, 79–80; 
benefi ts of surviving confl ict, 
43–45; biases against 
organizational health, 2–4; 
clarifying and communicating 
commitments, 147–148; 
commitment to vulnerability by, 
35–37; delineating roles among, 
132–137; demonstrating 
accountability for others, 56–58; 
eff ects of avoiding confl ict, 
39–40, 43; faith in classic 
business signs, 6, 7–8; handling 
hiring decisions, 156–161; hiding 
weaknesses from others, 36–37; 
identifying core values embodied 
by, 102, 103; identifying 
corporate purpose, 83–84; impact 
of misalignments among, 73–75; 
mining for confl ict, 45–46; 
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multiplying organizational 
intelligence, 10–11; need for 
repetitive communications by, 
141–144; providing employee 
clarity, 77–78; revealing 
tendencies with behavior profi ling 
tools, 30–32; sacrifi ce made by, 
190–192; telling own personal 
history, 28–30; wrestling with 
diffi  cult decisions, 182–184. See 
also Leadership teams; Team 
members

Leadership teams: accountability 
exercises for, 55–56, 60–62; 
acknowledging dysfunction 
among, 52; advocacy and inquiry 
in, 22; agreeing on top priorities, 
122; avoiding meeting stew, 
174–175; behavior profi ling tools 
for, 30–32; creating company 
playbook, 134–137; critical 
questions for, 77–78; daily 
check-ins by, 175, 176–178; 
defi ned, 21; defi ning business 
done by organization, 105–106; 
defi ning reason for corporate 
existence, 84–90; delineating roles 
within, 132–137; determining 
defi ning objectives, 124–126, 
128; developing collective 
mentality of, 68–69; developing 
synergy in, 69–70; employee 
recognition by, 166–168; errors 
of inclusivity on, 23; hiring and 

interviewing by, 161; identifying 
core values, 102–104; identifying 
standard operating objectives, 
126–127; initiating off -site 
meetings, 192–193; leading 
orientation to culture, 161–162; 
measuring achievements, 65–66; 
misalignment among, 52–53; 
misconceptions of, 20–21; Noah’s 
Ark approach to, 23–24; 
organizational advantages 
contributed by, 72; peer-to-peer 
accountability in, 54–55; 
performance management by, 
162–164; public vs. private 
accountability meetings for, 
63–64; quarterly off -site reviews 
by, 175, 184–185; resistance to 
accountability, 62–63; reviewing 
and clarifying commitments of, 
51; setting collective goals, 
66–68; sharing common 
objectives, 25–26; sharing 
personal histories in, 28–30; 
sharing responsibility collectively, 
25, 123–124; size of, 21–23; 
vulnerability required in trust 
building, 27–28. See also Team 
members

Love, 57

M
Marketing, 85
Meeting stew, 174–175, 183–184
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Meetings: acknowledging 
dysfunction in, 52; advantages of, 
185–187; checklist for, 188, 197; 
clarifying commitment at end of, 
146–147; daily check-ins, 175, 
176–178; initial off -site, 192–
193; meeting stew, 174–175, 
183–184; observing 
organizational health in, 173–
174; quarterly off -site reviews, 
175, 184–185; rules encouraging 
confl ict, 46; tactical staff , 175, 
178–182, 185; topical strategic, 
175, 182–184; types of, 175

Mining for confl ict, 45–46
Misalignment, 52–53
Mission statements, 75–77
Motivation: direct feedback as, 167; 

fi nancial rewards and, 167–168, 
169; recognition as form of, 
166–168

Multiplying organizational 
intelligence, 10–11

Myers-Briggs Type Indicator, 30, 31, 
34

N
Naming core values, 100–101
Noah’s Ark management teams, 

23–24

O
Off -site reviews: initiating, 192–

193; quarterly, 175, 184–185

Offi  ce, Th e, 76
Organizational health: advantage of 

creating, 18, 189–190; biases 
against, 2–4; contributions by 
leadership teams to, 72; costs of 
poor, 12–13; developing collective 
mentality for, 68–69; fi rst steps 
toward, 192–193; four disciplines 
model of, 14–16; impact of, 193; 
importance of, 4; multiplying 
organizational intelligence, 
10–11; overlooked by media, 
11–12; refl ecting in meetings, 
173–174; smart and healthy signs 
required for, 5–6; successes based 
on, 8–11; summary checklist for, 
195–197

Organizations: acquiring accidental 
values, 98–99; aligning goals of, 
119–131; aspirational values of, 
93, 95–97; avoiding silos in, 120; 
cascading communication within, 
144–148; changing strategic 
anchors, 114–116; clarifying tasks 
of, 116–117; confl ict avoidance 
in, 39–40; core values of, 93–95; 
costs of poor health, 12–13; 
creating company playbook, 
134–137; defi ning business of, 
105–106; delineating leadership 
roles in, 133–134; developing 
human systems for, 153–155; 
diffi  culties developing and 
applying values, 92–93; fi nding 
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purpose of, 83–84; focusing 
purpose of, 82–90; identifying 
strategic anchors, 107–114; 
impact of organizational health 
on, 193; intolerance required in, 
91; making classic business 
decisions, 6, 7–8; naming core 
values, 100–101; permission-to-
play values of, 97–98; result of 
passive agreements within, 49–51; 
size of leadership teams for, 
21–23; stating reason for existing, 
84–90; success in healthy, 8–11; 
undermining advantages in 
dysfunctional, 8–10. See also 
Corporate culture

Overcoming the Five Dysfunctions of 
a Team (Lencioni), 20

Overcommunicating clarity: 
allowing upward and lateral 
communication, 150–151; 
checklist for, 151, 196; overview, 
15; repetition in communications, 
141–144; taking time to clarify 
commitments, 146; top-down 
communication, 148–150; using 
cascading communication, 
144–146; weighing advantages of, 
152

P
Passive agreements, 49–51
Patton, Gen. George, 79
Peer-to-peer accountability, 54–55

Perfection paralysis, 79–80
Performance: addressing behavioral 

vs. measurable, 59–60; passivity 
undermining, 48–51; public vs. 
private addresses to, 63–64. See 
also Results

Performance management, 
162–164

Permission to play, 8–9
Permission-to-play values: about, 

97–98; confusing core and, 99; 
illustrated, 93

Porras, Jerry, 82, 86, 91, 92
Porter, Michael, 107, 111
Praising employees, 166–167
Profi les: including in playbook, 137; 

revealing tendencies with, 30–32
Purpose, 82–90; defi ning reason for 

existing, 84–90; fi nding 
corporate, 83–84; types of, 
86–89. See also Goals

Q
Questions for clarity: about, 77–78; 

applying to compensation and 
rewards, 165; demanding answers 
to, 191; how do we behave?, 
91–105; how will we succeed?, 
107–118; including in company 
playbook, 136; what do we do?, 
105–106; what is most 
important, right now?, 119–131; 
who must do what, 132–137; 
why do we exist?, 82–90
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R
Real-time permission, 45
Recognition, 166–168
Recruiting and hiring policies, 

156–161
Reinforcing clarity: checklist for, 

172, 196–197; compensation and 
rewards, 164–165; developing 
human systems for, 153–154; 
fi ring employees who don’t fi t, 
169–171; leader’s role in, 191; 
orientation policies, 161–162; 
overview, 16; performance 
management, 162–164; providing 
recognition, 166–168; recruiting 
and hiring policies, 156–161; 
retaining employees, 168–169; 
simplicity in human systems, 
154–155

Repetition in communications, 
141–144

Resentment, 40–41
Resignations: due to accountability 

building, 62–63; resulting 
from core value clarifi cation, 
100–101

Responsibilities: defi ning, 132–133; 
listing in playbook, 137; sharing 
collectively, 25, 123–124

Results: creating from collective 
mentality, 68–69; developing 
from team synergy, 69–70; as key 
behavioral principle, 26; 
measuring achievements with, 

65–66; setting collective goals, 
66–68

Retaining employees, 168–169
Rewards, 164–165

S
Silos, 120
Silos, Politics, and Turf Wars 

(Lencioni), 121
Smart vs. healthy equation, 6, 7–10
Smith, Douglas, 21
Southwest Airlines, 87–88
Standard operating objectives, 

126–127
Strategic anchors: changing, 

114–116; clarifying organizational 
strategies, 107; delineating tasks 
and agreements with, 116–117; 
identifying, 109–114; making 
decisions using, 108–109; reason 
for three, 117–118; Strategic 
Amoeba for outlining, 110, 112

Success: based on organizational 
health, 8–11; clarifying strategies 
for, 107–118

T
Table Group, 58, 199
Tactical staff  meetings, 175, 

178–182, 185
Team members: building trust 

among, 35; confl ict among, 38, 
45–46, 51; eff ect of confl ict 
avoidance in, 40–41; impact of 
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common objectives on, 25–26; 
peer-to-peer accountability 
among, 54–55; recognizing 
confl ict continuum, 42–43; 
sacrifi ces made by, 25

Teams: defi ning, 20–21; size of, 
21–24; working groups vs., 
21, 25. See also Leadership 
teams

Th ematic goals: defi ning objectives 
for, 124–126, 128; examples of, 
127–130; identifying standard 
operating objectives, 126–127, 
128; illustrated, 125; isolating, 
121–122; purpose of, 131; setting 
meeting priorities with, 179–180; 
as team’s collective responsibility, 
123–124; time frame for, 
130–131

Top-down communication, 
148–150

Topical strategic meetings, 175, 
182–184

Trust: exercise for building, 55–56; 
as key behavioral principle, 26; 
overcoming fundamental 
attribution errors, 32–34; 
revealing personal tendencies, 
30–32; role of confl ict in, 38, 
43–45, 47; sharing personal 
history with team, 28–30; 
vulnerability required in, 27–28, 
35–37

U
Upward and lateral communication, 

150–151

V
Values: accidental, 93, 98–99; 

aspirational, 93, 95–97; clarifying 
personal and professional, 91–92; 
core, 93–95; diffi  culties 
developing, 92–93; permission-
to-play, 97–98; steps for 
identifying core, 102–104; types 
of, 93

Vulnerability: allowing in peer-to-
peer accountability, 54–55; 
confl ict requiring, 41; heart of, 
28; leader’s commitment to, 
35–37; overcoming fundamental 
attribution errors with, 32–34; 
required in trust building, 27–28, 
35–37; sharing personal histories, 
28–30; too much, 35

W
Wealth-focused purpose, 89
What do we do?, 105–106
What is most important, right 

now?, 119–131
Who must do what, 132–137
Why do we exist?, 82–90
Wisdom of Teams, Th e (Katzenbach 

and Douglas), 21
Working groups, 21, 25
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