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chapter fourteen :: 

building healthy communities :: dysfunctions of team

the Discussion—

Last week, we talked about how God created each of us with unique gifts and talents.  We learned that God can use our unique talents to strengthen the group, but those talents can also be divisive when we choose to view, judge or compare one another based on our own strengths.  We also discussed that lacking natural talent in a certain area does not create an excuse for lack of character in another.   The bottom line is that what we each bring to the group—our experiences, biases, behaviors and talents—all have the potential to contribute in a positive or negative way to how the group functions.

And, so, we are going to take some time tonight to examine the behaviors that occur naturally in people doing life as a team, group or community.   The goal is to determine how well we are currently functioning as a group, shed light on any unresolved issues, and then determine what steps we need to take to help the group begin interacting in a more cohesive manner.

As we begin the discussion, it is helpful to remember that a “team” [or in this case a “Life Group”] is defined as a small group of people who share common goals—as well as the responsibility for achieving their goals.  Individuals in a healthy, functional team/group are generally willing to put their individual needs aside for the common good of the group.  Even so, note that every group or team is susceptible to dysfunction.  When communication breaks down, or trust is lost, teams can quickly become unhealthy.
While we would like to believe that communities of faith like our Life Group would not be vulnerable to dysfunction, a few months together has likely shown you that even groups with the best of intentions can operate in unhealthy ways.  The bottom line is that our groups are made up of imperfect human beings who are inherently dysfunctional at times.  
May the God who gives endurance and encouragement 
give you a spirit of unity among yourselves as you follow Christ Jesus.

Romans 15:5

knowing God—
You would think that the Israelites—of all people— would be able function in a healthy manner.  God Himself dictated guidelines for their life in community [the 10 Commandments and the Law].  They had experienced common bondage and, later, liberation from the hands of Pharaoh.  But almost from the moment they were freed from captivity and journeying to the Promised Land, they were squabbling and turning on one another.  

The book of Numbers recounts the story of Israel being led from Egypt into the Promised Land.   Chapter 13 tells us that the Lord instructs Moses to “send some men to explore the land of Canaan, which I am giving to the Israelites.”  One would think that after wandering in the desert for a couple of years, they would have been excited to enter into—and take possession of—a land they could call their own.  Moses sends a group of men into Canaan to determine “what the land is like.”  When they return, they confirm that the land does indeed “flow with milk and honey” [v. 27] as God had promised; but also added, “the people who live there are powerful, and the cities are large and fortified.”  One of the men who had gone, Caleb, agreed with the report but still said, “we should go and take possession of the land….”  [v. 30]

This is the same group of people who had watched God “convince” Pharaoh to let them go, had passed through the Red Sea on dry ground, been fed manna from Heaven and water from a rock, and many other miracles. Yet, when the scouts brought back their report of the Promised Land, the people hesitated out of fear.  They did not trust their leader, one another, or—so it seems—God.  God wanted to rescue them from Egypt; He wanted to lead them into the Promised Land.  But their faith failed them, and fear ultimately disqualified them.  

Ask someone to read Numbers 14, taking the following questions into consideration as you read.  Be prepared to share your thoughts with the group.  
· Based on what you just read, would you consider the Israelite community to be functional or dysfunctional?  Explain.
· According to the text, what behaviors [what they did/did not do] might have contributed to that group not entering into the Promised Land?  Give examples.

· What insight did you gain about life in community by reading this passage?  Explain.

· What insight did you gain about God in this passage?  Explain.
A man’s wisdom gives him patience; it is to his glory to overlook an offense.

Proverbs 19:11
knowing Others—
In many ways, the desire to have a functioning group or community seems easier said than done.  Common, unhealthy human behaviors get in the way of people’s ability to be completely open with one another.  Or, worse yet, a group may not even realize that it is operating from an unhealthy place, and therefore does not even know it needs to address some potentially problematic behaviors.  

Patrick Lencioni is a highly sought after speaker and consultant.  Much of his work is dedicated to the concept of teamwork—and the barriers that keep individuals from functioning well as a unified group.  [remember the definition of “team” from above?]  Lencioni’s book, The Five Dysfunctions of a Team, explains in simple terms the primary reasons groups or teams fail to work as effectively as they could.  Teamwork requires a commitment to certain behaviors that, if done on a consistent basis, will help any group of people function well together. As difficult as it is to achieve, it is fairly simplistic.   The difficulty lies in willingness to set aside our own individual needs for the greater good of the group.

Take a look at the diagram below, and read the description for each dysfunction on the next page.  Then in groups of three or four, discuss the questions that follow.  After about 10 minutes, come back together as a whole group and share insights from your discussion.
[image: image2.png]The Five Dysfunctions of a Team

Overview

The Role of the Leader...

“Inattentionto

Focus on Collective Outcome
Results

Avoidance of

£ \ Confront Difficult Issues
Accountability

Lack of Force Clarity and Closure

Commitment
Demand Debate
Al:senre of —
Trust > Be Vulnerable

#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 and /or the fear of being wrong prevents team members
from making decisions in a timely and definitive way.

#4: Avoidance of Accountability

The need to avoid interpersonal discomfort prevents team members from
holding one another accountable for their behaviors.

#5: Inattention to Results
The desire for individual credit erodes the focus on collective success.




1.  The first dysfunction is an absence of trust among team members.  Essentially, this stems from being unwilling to be vulnerable within the group.  Team members who are not genuinely open with one another about their mistakes and weaknesses make it impossible to build a foundation for trust.

2. This failure to build trust is damaging because it sets the tone for the second dysfunction:  fear of conflict.  Teams that lack trust are incapable of engaging in unfiltered and passionate debate of ideas.  Instead, they resort to veiled discussions and guarded comments.

3. A lack of healthy conflict is a problem because it ensures the third dysfunction of a team: lack of commitment.  Without having aired their opinions in the course of passionate and open debate, team members rarely, if ever, buy into and commit to decisions, though they may feign agreement during meetings.

4. Because of this lack of real commitment and buy-in, team members develop an avoidance of accountability, the fourth dysfunction.  Without committing to a clear plan of action, even the most focused and driven people often hesitate to confront their peers on actions and behaviors that seem counterproductive to the good of the team.

5. Failure to hold one another accountable creates an environment where the fifth dysfunction can thrive.  Inattention to results occurs when team members consistently put their individual needs above the collective goals of the team.

Discuss the following in groups of three or four.
· Share an experience you have had in a team or small group where one or more of the dysfunctions were present.  

· What was the atmosphere of the group?  

· What behaviors contributed to the dysfunction of the group?

· Share a time you have been in a healthy group, and showed the opposite of these dysfunctions [i.e. members trusted each other, engaged in healthy conflict, etc.]  

· How would you describe the overall atmosphere of the group?

· What behaviors contributed to the health of this group?

Come back together as a whole group and discuss the following.

· Share some insights you gained during your smaller group discussion.

· If we were to take an honest look at how well our life group is currently functioning based on Lencioni’s model, how do you think that we would rate?  Explain.

· Look over the action steps on the chart listed under the heading “The Role of the Leader”.
  

· In general, how might individual members collectively [vs. the leader only] model these behaviors for the health of the group?  Give examples.

· Are there any of these behaviors that you personally could use to help hold the group accountable to?  Explain.

· If each group member committed to especially upholding one or two of these roles, as a group you could potentially address the dysfunctions as they come up and overcome the five dysfunctions of team.  

· Would you agree with the above statement? Why or why not?
· Are you willing to do your part? What do you think “your part” would entail?
· What—if anything—might be a personal cost to you? [i.e. laying down expectations, being more vulnerable, discomfort w/confrontation, etc]
Sitting down, Jesus called the Twelve and said, "If anyone wants to be first, 
he must be the very last, and the servant of all.”

Mark 9:35

knowing Self—

· Take some time to reflect on the discussion we have had, and record your thoughts in the space below.  Ask God to reveal to you what you need to see, know or understand— with regards to your behavior in a group setting.  If needed, use the questions below to help stimulate your thinking.   
· What am I personally doing [or not doing] that has hindered [or may potentially hinder] our group’s ability to be “functional”? 
· What dysfunctions have I been prone to in past group settings?  Am I bringing those with me into this group?

· What can I personally do to ensure that this life group “functions” well?


Submit to one another out of reverence for Christ.

Ephesians 5:21
the Response—

· Break into four groups and discuss the “what if…” scenarios listed below.  Use what you learned this evening to help you come up with solutions for how to best handle the different scenarios.  
· After about 10 minutes, gather back together and share your insights with the rest of the group. 

· What if scenarios:

· someone says something negative about you behind your back?

· someone shares information that you told him/her in confidence?

· someone challenges your personal convictions or theology?

· you disagree with another member’s convictions or theology?
· someone confronts you on something you don’t want to discuss or acknowledge?

· you find someone in the Life Group to be annoying and/or distracting?
· you find out there was a Life Group gathering you were not invited to?
· people in your Life Group want to participate in activities you cannot afford?
· one of your group leaders seems to play favorites?

· one of your group leaders treats a member in a way that is disrespectful?

· Close the evening in prayer.

the Spiritual Practice—

· Write the following verses on a post-it note or an index card, and place it somewhere you will see it throughout the week [your bathroom mirror, your car, your computer].  Meditate on the words and ask God what He may want you to hear.  Ask Him how He would have you respond.

· Romans 15:5

· Ephesians 5:21

· Mark 9:35

· Proverbs 19:11

