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Five Behaviors
Are At The Heart Of
Every Cohesive Team
Team dynamics are an important predictor of organizational health. Teams that 
work well together perform better (and they are more fun to be a part of). 
To achieve this advantage, teams must dedicate effort towards mastering the 
following five specific behaviors.

1 FOCUSING ON ACHIEVING COLLECTIVE RESULTS
Why do we need teams in the first place? Because teams can accomplish 
things that individuals on their own can’t. So the ultimate measure of 
success for any team is the results it produces. 

But what often gets in the way of teams accomplishing the results that 
they were set up to attain?

2 HOLDING ONE ANOTHER ACCOUNTABLE
In most cases, a team will reach its goals only when everyone does his or 
her job. Therefore, our ability to achieve collective results is reliant not 
only on our own efforts but also on the efforts of others. Then it should 
naturally follow that it is the responsibility of every member of the team 
to push every other member of the team to do his or her best. 

So even though we know we are relying on each other, why can it be so 
uncomfortable for peers to hold each other accountable?

3 COMMITTING TO DECISIONS
There is one simple concept that makes all the difference in the world 
when it comes to holding another person accountable for something…
did the parties commit to the decision in the first place? If we have not 
established clarity around our shared expectations and gained agreement 
on our respective roles and responsibilities, then the idea that we would 
be willing to hold each other accountable is absurd. 

If committing to decisions about direction and priorities is a precursor to 
expecting people to put gentle pressure on their peers to perform, why 
don’t more teams do it?
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4 ENGAGING IN CONFLICT AROUND IDEAS
There is a saying that people must “weigh in to buy in.” If we are going 
to ask all members of a team to truly commit to the decisions we make, 
then we need to be absolutely sure we get all the ideas (and emotions) 
out on the table. And the only way to make sure that all voices are heard 
is by having the team be collectively willing to engage in healthy and 
respectful conflict around ideas. 

When we logically know it’s a good idea to discuss different ideas and 
points of views, why is this an area where so many teams struggle?

5 BUILDING TRUST WITH ONE ANOTHER
Putting your own ideas out there, especially when they go against the 
direction of “bolder” personalities or the group as a whole, can be a 
difficult thing. When team members are fearful of attacks or uncertain 
about how others will respond, there’s a natural tendency to hold back 
and just stay quiet; to protect oneself and not show vulnerability. But there 
is one key element that enables teams to push past the typical discomfort 
often associated with conflict: it’s called “trust.” According to Webster’s 
dictionary, one definition of trust is the belief that someone is good or 
honest. Applying this definition to our purposes here, we can say that 
trust is the belief that my team mates are good, honest and ultimately 
have the best of intentions. 

Why do team members need to have a foundation of 
vulnerability based trust?
• Build Trust with One Another, which enables the team to…

• Engage in Conflict Around Ideas, which enables the team to…

• Commit to Decisions, which enables the team to…

• Hold One Another Accountable, which enables the team to…

• Focus on Collective Results, which enables the team to…

 Achieve Collective Results!



RESULTS

ACCOUNTABILITY

COMMITMENT

CONFLICT

TRUST
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The Blueprint For
Team Cohesion

Research shows that highly cohesive teams consistently 
outperform other groups of people. Why? Because 
cohesive teams:

• Make better, faster decisions

• Tap into the skills and opinions of all 
members

• Avoid wasting time and energy on 
politics, confusion and destructive 
conflict

• Have more fun while being more 
productive

But how does a “normal” team become a highly cohesive team? They do it by 
dedicating time and effort to instilling five key behaviors:

1 COHESIVE TEAMS TRUST ONE ANOTHER

Members of great teams trust one another on a fundamental, emotional 
level. They’re comfortable being vulnerable with each other about 
weaknesses, mistakes, and fears. They get to a point at which they can be 
completely open with one another, without filters.

2 COHESIVE TEAMS ENGAGE IN CONFLICT AROUND IDEAS

Members of teams who trust one another aren’t afraid to engage in 
conflict around ideas that are key to the organization’s success. They 
don’t hesitate to disagree with, challenge, and question each other, all 
in the spirit of finding answers, discovering the truth, and making great 
decisions.

The Five Behaviors of a Cohesive Team™ Model



(609) 630-0601  |  Welcome@IntegrisPA.com  |  IntegrisPA.com 5

3 COHESIVE TEAMS COMMIT TO DECISIONS

Teams that engage in conflict around ideas are able to gain commitment 
to decisions, even when some members of the team initially disagree. That 
is because they ensure that all opinions and ideas are put on the table and 
considered, giving confidence that no stone has been left unturned.

4 COHESIVE TEAMS HOLD ONE ANOTHER ACCOUNTABLE

Teams that commit to decisions and standards of performance do not 
hesitate to hold one another accountable for adhering to those decisions 
and standards. What’s more, they don’t rely on the team leader as the 
primary source of accountability; they go directly to their peers.

5 COHESIVE TEAMS FOCUS ON ACHIEVING COLLECTIVE RESULTS

Team members who trust one another, engage in conflict around ideas, 
gain commitment to decisions, and hold one another accountable are 
more likely to set aside their individual needs and agendas and focus on 
achieving collective results. They do not give in to the temptation to place 
their departments, career aspirations, or status ahead of the collective 
results that define success.
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CASE STUDY
How One Organization Raised Employee 
Engagement By 33% In Just One-Year Using The 
Five Behaviors Of A Cohesive Team™
King County, Washington is the 13th largest government in the United States, 
with more than 14,000 employees. Thirty of those employees serve in the 
Office of Risk Management Services, an internal service agency that purchases 
insurance, and investigates and resolves claims against King County.

In 2015, the Office of Risk Management Services scored 66% on a countywide 
employee engagement survey, which disappointed Director Jennifer Hills. “What 
I realized was that we really needed to invest in becoming a more cohesive 
team,” Jennifer said.

To begin developing a stronger team with higher engagement, the Office of Risk 
Management Services scheduled an all-day facilitated retreat. The leadership 
team committed to using The Five Behaviors of a Cohesive Team to build trust, 
master conflict, achieve commitment, embrace accountability, and focus on 
results.

The office’s team members began by taking the Five 
Behaviors of a Cohesive Team Assessment. The 20-minute 
online survey includes questions to determine DiSC 
personality styles as well as how well the team is doing 
on the five behaviors and how they might improve. 
The team’s assessment resulted in low scores on all 
five behaviors – not an atypical outcome.

“We were an agency of strong individual performers but we 
really needed to come together as a team and start to build 

trust and have healthy conflict and have commitment 
around our goals and hold one another accountable to 

achieve the results that we were looking to achieve.”

RESULTS

ACCOUNTABILITY

COMMITMENT

CONFLICT

TRUST



(609) 630-0601  |  Welcome@IntegrisPA.com  |  IntegrisPA.com 7

“We started talking about getting to know each other on a 
personal level, which is not something we had really done 

before. We felt a lot of value came from that and people are 
more willing to collaborate and share what they’re doing 

on a daily basis without feeling threatened.”

The team met for its retreat in March of 2016 to dig into the results and create 
action plans for improving on the Five Behaviors. Recognizing the importance of 
vulnerability-based trust, the team spent a large portion of their time together 
building that foundation. The team started opening up with a personal histories 
exercise that asked each member to share a bit about their childhood. As is 
often the case, members learned something about each other. “We had people 
in that room who have worked together for 20 years who didn’t know very basic 
things about one another,” said Chauntelle Hellner, Finance and Administrative 
Service Manager. 

Throughout the session, the team turned to Everything DiSC to build a greater 
understanding of individual working styles. The group’s styles were pretty 
diverse, making it a rich discussion for participants that continues to this day. 
“We have come together since The Five Behaviors and pulled DiSC comparison 
reports,” Chauntelle said. 

The Office of Risk Management Services’ team also took some time during 
its retreat to dive into the next level up on the Five Behaviors pyramid – 
productive conflict. In addition to discussing healthy and unhealthy behaviors 
that individuals may display during conflict, the team talked about acceptable 
and unacceptable conflict behaviors for their staff meetings. “We came up with 
some meeting ground rules at our retreat,” said Jennifer. “I feel like people are 
more willing now to talk about the difficult issues in the meeting rather than the 
pre-meeting or the post-meeting.”

Since last March, the team has continued to work on its own to build even more 
trust. Sometimes that’s meant reformatting the content of team meetings or 
throwing ideas out to the group and welcoming feedback. Other times it has 
meant scheduling time together to keep building a base of trust.  “We were 
really all business before and didn’t really interject a lot of fun in the workplace,” 
Jennifer said. 
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The team’s dedication to becoming more cohesive was reflected in its 2016 
employee engagement survey results. Overall, the Office of Risk Management 
Service’s score rose from 66% in 2015 to 84% in 2016. Jennifer shared a few key 
responses:

SURVEY ITEM 2016 SCORE IMPROVEMENT 
FROM 2015 SCORE

My department’s goals give guidance 
to my work. 95% + 35%

My work unit works well to solve 
problems and achieve common goals. 95% + 36%

There is a spirit of teamwork and 
cooperation among the members of 
my work unit.

86% + 33%

I feel encouraged to share ideas to 
improve the way we work. 90% + 26%

The last survey item about sharing ideas for how to improve the work is key to 
King County’s Office of Risk Management Services. The County has undertaken 
a comprehensive Lean effort to achieve Executive Dow Constantine’s vision of 
becoming the best-run government in the nation. Jennifer and her leadership 
team have felt the impact of more cohesive team behaviors in setting the stage 
for improving processes. “Building a more cohesive team prepared us to take on 
continuous improvement,” Jennifer said.

Building trust and other more cohesive behaviors takes time and effort. But 
with the dedication of the Office of Risk Management Services’ team, they have 
made significant progress in only a year.

“It was a simple concept but the impact on our team has been really huge,” 
said Chauntelle. “In the last six months, I can’t think of one time that somebody 
has come back to my office to complain about their coworker. I think that is 
reflective of both the fact that there are fewer issues and that people are more 
willing to talk to one another about their issues and empathize with each other.”

“We learned from our staff retreat that people really want to 
get to know each other personally. The DiSC profiles and 
the work we’re doing with Integris really showed us how 

different it is to have those personal relationships.”
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Builds trust and 
courage on teams

It surfaces issues

Helps team 
members take 

and internalize 
ownership

WHY DOES THE FIVE BEHAVIORS WORK?

Gives the team a 
common language 
and process to talk 

about issues

The Five Behaviors of a Cohesive Team is based on 
concepts associated with the New York Times best-seller, 
The Five Dysfunctions of a Team by Patrick Lencioni. 

The Five Behaviors of a Cohesive Team™ is a trademark 
of John Wiley & Sons, Inc. Integris Performance Advisors 
is an independent Authorized Partner for John Wiley & 
Sons, Inc.



®

The

Five Practices of
Exemplary
Leadership

  MODEL the way
  INSPIRE a shared vision
  CHALLENGE the process
  ENABLE others to act
  ENCOURAGE the heart

  Build TRUST
  Engage in CONFLICT around ideas 
  COMMIT to decisions
  Hold each other ACCOUNTABLE
  Focus on shared RESULTS

 
 
 
 

ALIGN the enterprise
Continuously IMPROVE
Focus on the CUSTOMER
Build CULTURE intentionally

The Four Pillars of
OPERATIONAL
EXCELLENCE ©

10 (609) 630-0601  |  Welcome@IntegrisPA.com  |  IntegrisPA.com

ABOUT INTEGRIS PERFORMANCE ADVISORS

We Are A Purpose-Driven Organization
Integris was founded for the purpose of expanding the existence of healthy 
organizations and great places to work. All our services are designed to drive 
innovative thinking, meaningful results and personal growth. 

Our Guiding Philosophy
We strive to build collaborative and trust-based relationships, where every 
member of our team blends passion and expertise to serve our clients' desire 
to build a healthier organization.

Integris’ Core 
Areas of Expertise
Of all the factors 
that contribute to 
organizational health, three 
rise to the top: Leadership 
Practices, Team Behaviors, 
and Operational 
Excellence. 

To help our clients 
optimize their results in 
these three areas, we 
created the Organizational 
Health Framework to the 
right.
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 WE’RE HERE TO SUPPORT YOUR JOURNEY

Assessments

Training Materials

Live & Online Workshops




